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Fifteen years on, and after significant research in the field of Knowledge Management (KM), 
there is a need to push research in the field to deeper and more reflective levels by addressing 
three main gaps. We contribute towards the scarce and emerging research that examines the 
management of knowledge in geographically dispersed organizations, by comparing the 
implementation of KM in geographically dispersed organizations with geographically 
centralized ones. We compare these two forms of organizations within the context of two 
gaps in current KM research. Firstly, we need to move away from the mere identification of 
general competencies (or critical success factors) for KM to understanding how organizations 
enhance their organizational competencies while implementing their KM program. Secondly, 
given that the implementation of KM programs have been shown to be inextricably 
influenced by the environment, there is a need to understand the influence of the environment 
on this process. To address these gaps, this thesis presents an analysis of the KM programs at 
the Asian Development Bank (ADB), a geographically centralized organization, and the 
British Council (BC), a geographically dispersed organization. The findings show that the 
ADB enhanced its strategic, structural and cultural competencies by adopting a top-down 
strategic approach that began with making changes to its corporate strategy and then 
implementing the KM strategy, undergoing an organization-wide restructuring that resulted 
in a matrix structure, and adopting KM tools to build trust and a collaborative culture. In 
contrast, the BC enhanced its strategic, structural and cultural competencies by adopting a 
bottom-up strategic approach in which the organization first introduced its KM strategy and 
then made changes to its corporate strategy to embrace KM, undergoing an organization-wide 
restructuring that resulted in a matrix structure at the headquarters with a hierarchical 
structure in its geographic teams, and making changes to its corporate values to create a 
conducive culture of knowledge sharing. Both these organizations enhanced their resource 
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competencies by dedicating human, financial and technological resources throughout the 
process of implementing its KM program.  To understand the influence of the environment, 
we first developed a taxonomy of the various environmental forces exerted on the ADB and 
BC, after which we introduced and defined Environmental Interpretation Mechanisms 
(EIMs). EIMs describe how organizations comprehend the environmental forces and 
translate these forces into organizational action. In comparing the two organizations, we 
found that the ADB experienced environmental forces from sources that were more 
proximate to the organization while the BC experienced environmental forces from sources 
that were more distant from the organization. In addition, both these organizations used 
different EIMs to interpret the environmental forces. Theoretically, this thesis extends KM 
research by making contributions towards emerging KM research that examines the 
implementation of KM programs in geographically dispersed organizations by comparing the 
differences in implementing KM programs in geographically dispersed and centralized 
organizations. We found that these two types of organizations vary in the KM environmental 
forces they experience, the EIMs used, and the action taken to enhance their organizational 
competencies. In addition, this research contributes to KM research by moving competency 
research in the field towards understanding the process of enhancing organizational 
competencies during, rather than simply identifying the competencies. In addition, we bridge 
the gap between KM literature on the environment and organizational action by introducing 
EIMs. From a managerial perspective, we have provided a framework, within the context of 
the environment, through which geographically dispersed and centralized organizations can 
enhance their competencies while implementing their KM programs. 
Keywords: Knowledge Management, Geographically Dispersed Organizations, Competency 
Enhancement, Institutional theory 
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In the last fifteen years, researchers and practitioners alike have promoted knowledge 
management (KM) as an essential element of organizational life in the knowledge economy, 
and have promised a variety of competitive advantages from implementing KM programs. 
While research in the field has resulted in some conceptual depth that has provided managers 
with better approaches to managing their organizational knowledge, there are still some gaps 
in our understanding of knowledge and its management, and its implications for the way 
firms manage their knowledge assets. In today‟s world of globalization and virtualization, 
geographical dispersedness has become a key characteristic of organizational knowledge 
(Becker, 2001), and this poses new questions to KM researchers on how organizations 
integrate knowledge across geographical boundaries, to yield a competitive advantage.  Only 
recently has there has been interest in these issues and researchers have indicated that the 
“conceptual understanding of dispersed teams, too, is still underdeveloped” (Becker, 2001, p. 
1039). Boh et al. (2007) propose that since the knowledge-based view of the firm at present 
does not account for how knowledge is distributed across sites, there is a need for new 
theoretical arguments to understand how managers resolve the challenges of working across 
geographical boundaries. With this in mind and to contribute towards this emerging area of 
research, this study aims to compare the implementation of KM programs between 
geographically dispersed organizations, and those that are more centralized. Hence, we ask 
our overarching research question: How do geographically dispersed organizations and 
geographically centralized organizations vary in their implementation of KM? We intend to 
compare these two types of organizations within the framework of two gaps that still remain 
in current KM literature.  
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Fifteen years on, and after extensive research in the field of the knowledge-based view of the 
firm, researchers have placed paramount importance on the content issues (Nielson, 2005) 
surrounding KM by identifying the competencies or critical success factors (e.g. Chua & 
Lam, 2005; Pan & Leidner, 2003; Davenport & Grover, 2001) for KM programs and have 
shown that the implementation of KM is inextricably influenced by the environment (Argote 
et al., 2003b). However, KM research to date presents two gaps that this thesis aims to 
address here. Firstly, to expand on the meager research that examines process competency 
issues (Nielson, 2005) in KM research, this study moves away from the mere identification of 
general competencies for KM to understand how organizations build competencies while 
implementing their KM programs. Secondly, this research aims to bridge the gap between 
two, rather independent bodies of KM literature – one that examines the environment (e.g. 
Gold et al., 2001; Ruppel & Harrington, 2001; Holsapple & Joshi, 2000) and the other that 
looks at organizational action to implement KM (e,g, Dimitriades, 2005; Argote et al., 2003a; 
Pan & Leidner, 2003). Here, it is intended to draw a link between the environment and the 
organizational action taken to implement KM by understanding the influence of the 
environment on the process of implementing KM programs.  
 
According to the knowledge-based view of the firm, “the management of knowledge is 
essentially a strategic objective as companies seek to enhance their (knowledge-related) 
competencies, capabilities and processes in order to gain competitive advantage” (Nielson, 
2005).  From the content school of thought of the knowledge-based view of the firm, the 
(knowledge-related) competencies that have been discussed in KM research fall under the 
broad rubrics of strategy, structure, culture and resources (Davenport & Grover, 2001). 
Grover & Davenport (2001) highlight that using knowledge for business advantage requires 
changes in the following core aspects of the business: strategy, structure, culture and 
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technological resources. While many researchers like Gold et al. (2001) suggest that these 
competencies are preconditions to successful KM, we draw on the body of strategic 
management literature that studies competency building, and adopt the view of competency 
Gurus, Prahald & Hamel (1990) as well as Sanchez et al. (1996) who posit that competencies 
need not be inherent in the organization and can be built.  
 
Hence, we aim to combine the content and process views of strategic management literature 
to obtain a holistic and dynamic picture of KM by viewing the implementation of KM 
programs as a process during which organizations enhance their strategic, structural, cultural 
and resource competencies, and emphasize that the enhancement takes place at the same time 
as the implementation process, a view supported by Massey et al. (2002). According to 
Currie (2004), “the processes by which information systems (IS) innovations become 
institutionalized are the subjects of much debate within the field of organization theory. Yet 
few empirical studies exist which examine how IS innovations come to be adopted and 
diffused across organizations.” While considerable efforts have been made in the past to 
identify and classify the strategic, structural, cultural and resource competencies (e.g. 
Dimitriades, 2005; Gold et al., 2001), it is unclear how organizations enhance these 
competencies while implementing their KM programs. Understanding this process would 
firstly provide organizations with a much needed and currently unavailable framework to 
enhance their competencies to achieve institutionalization of KM, and secondly dispel the 
notion that organizations need to be equipped with these competencies before considering the 
implementation of KM programs. Hence, we ask: how do organizations enhance their 
strategic, structural, cultural and resource competencies while implementing a KM program? 
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For KM programs to be considered successful, we believe that organizations have to have 
fully enhanced their strategic, structural, cultural and resource competencies to achieve a state 
in which KM is deeply engrained into the fabric of organizational life, or institutionalized.  
As Ravishankar & Luthra (2007) have explained, the success of a KM program depends on 
how well the project is integrated into the organization. They go on to say that a KM program 
is successful when people practice KM tools without referring to it as that – it has then 
become part and parcel of the organizational life, or has become institutionalized. 
 
We use the term enhancement as it best represents the perspective taken here. Organizations 
have strategic, structural, cultural and resource competencies even prior to the 
implementation of a KM program. The action taken during the process of using and 
managing an organization‟s knowledge assets builds on, or enhances, these competencies to 
align them with KM. An organization‟s strategic, structural, cultural and resource 
competencies are enhanced when the action taken satisfies the following three criteria: 
 Visible 
For the action taken to enhance the competency to be visible, it must be communicated to 
the entire organization and documented. 
 Long-term 
The action taken to enhance the competency should be taken with the intention of 
sustaining it over a long period of time. 
 Impacts the entire organization 
The action taken to enhance the competency should impact a large portion of the 
organization and its operations rather than certain departments. 
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If the action taken by an organization in the areas of strategy, structure, culture and resources 
fulfill the above three criterion, then that action is said to have enhanced the knowledge-
related strategic, structural, cultural and resource competencies of the organization.  
 
Prior research has shown that organizational KM programs are inextricably coupled with the 
internal and external environment of the organization (Argote et al., 2003b), and hence, it 
seems reasonable to assume that the process of enhancing competencies while implementing 
a KM program would also be influenced by the internal and external environment. We found 
that KM researchers have in the past studied the environment rather independently of 
organizational action, while making the subtle assumption that the environment influences 
organizational action. KM research on the environment has focused on the environmental 
factors influencing the decision to implement KM and those influencing the actual 
implementation of KM programs (e.g. Bhandar et al., 2007; Gold et al., 2001; Ruppel & 
Harrington, 2001; Holsapple & Joshi, 2000; Brown & Dugid, 1998; Davenport & Prusak, 
1998) while KM research that examines organizational action has focused on the processes 
and mechanisms that are concerned with knowledge acquisition, creation, sharing and use 
with the intention of improving an organization‟s competitiveness (e,g, Dimitriades, 2005; 
Argote et al., 2003a; Pan & Leidner, 2003) as well as the steps needed to implement KM 
strategies in organizations (e.g. Maier & Remus, 2003; Massey et al., 2002). However, how 
the environment influences organizational action taken to implement KM is unknown. Hence, 
in this thesis, we aim to link these two levels of analysis (environment and action) by 
answering the following research question: How does the environment influence the action 
taken to enhance the competencies while implementing a KM program? 
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The environment in the context of KM has been largely viewed as comprising of the rational 
and technical environments (e.g. del-Rey-Chamoro et al., 2003; Ofek & Sarvary, 2001; 
Holsapple & Joshi, 2000; Prusak, 2001, Brown & Dugid, 1998, & Davenport & Prusak, 
1998), and researchers have placed negligible importance to the social context. Hence, to 
address this void in KM research and to answer our research questions, we follow the work of 
Oliver (1997) and draw on institutional theory. Institutional theory suggests that the 
environment of organizations should not be seen only in economic or strategic terms, but also 
as consisting of socially-prescribed and accepted ways of behaving (Scott & Meyer, 1991) 
and has increasingly been employed as a conceptual lens for studying the interaction between 
organizations and their environment (Bada et al., 2004). In addition, institutional theory 
provides a process view of institutionalizing new initiatives like a KM program making it an 
appropriate lens from which to understand our research questions. 
 
Using case studies of the implementation of the KM program of the Asian Development 
Bank (ADB) and British Council (BC), this study seeks to push KM research to deeper and 
more reflective levels by developing an understanding of the process of enhancing 
organizational competencies while implementing KM programs, the role of the environment 
in this process paying particular attention to linking the environment and action levels of 
organizational analysis, as well as comparing these issues between the ADB (a 







2. THEORETICAL BACKGROUND 
2.1. The Knowledge-Based View of the Firm & Geographical Dispersion 
The business world has undergone a paradigm shift since the early 1990s - from relying on 
understanding and managing physical goods to focusing on managing intangible assets such 
as knowledge. Knowledge management (KM) is the deliberate attempt by organizations to 
“capture, manage and leverage” (Ruppel & Harrington, 2001, p. 37) their knowledge 
resources to help the organization remain competitive and maintain sustainable competitive 
advantage (Pan & Leidner, 2003; Zack, 1999). Researchers have highlighted that the four 
generic processes of KM are knowledge generation, knowledge capturing, knowledge sharing 
and knowledge utilization (Zheng, 2005). These processes enable an organization to improve 
their organizational performance and realize immense benefits that include better 
productivity, improved product quality, and reduced cycle times (Sabherwal & Sabherwal, 
2005; Daveport & Prusak, 1998; Argot & Ingram, 2000), all leading to improved competitive 
advantage. According to Sher & Lee (2004), KM leads to competitive advantage in three 
dimensions: “reduced operating costs, shortened lead-time and product differentiation”.  
 
In the knowledge-based view of the firm, which is based on the resource-based view of the 
firm (Sanchez et al., 1996; Barney, 1991; Conner, 1991; Barney, 1987), KM is seen as an 
integral element of the competitive strategy of an organization (Earl, 2001) and organizations 
choose to compete on the basis of knowledge. From this viewpoint, “the management of 
knowledge is essentially a strategic objective as companies seek to enhance their (knowledge-
related) competencies, capabilities and processes in order to gain competitive advantage” 
(Nielson, 2005).  Also, the integration of knowledge is an important aspect of the knowledge-
based view of the firms (Boh et al., 2007) in order for these organizations to gain competitive 
advantage from managing their knowledge assets. In today‟s world of globalization and 
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virtualization, geographical dispersedness has become a key characteristic of organizational 
knowledge (Becker, 2001), and this poses new questions to KM researchers on how 
organizations integrate knowledge across geographical boundaries, to yield a competitive 
advantage.  Dispersedness of knowledge is an important issue since the creation, storage and 
transfer of knowledge, particularly tacit knowledge, become significantly more challenging in 
organizations that are more dispersed. Becker (2001) defines dispersed teams as those 
“whose members cooperate across geographical boundaries” (p.1039) while Cramton (2001) 
defines them as “groups of people with a common purpose who carry out interdependent 
tasks across locations and time, using technology to communicate much more than they use 
face-to-face meetings” (p. 346). Cummings (2004) argues that geographical locations are a 
form of structural diversity of an organization that affects the ability of the organization to 
share knowledge in a manner that would yield performance benefits. According to Becker 
(2001), the drivers behind the problems arising from dispersed knowledge are due to large 
numbers resulting in additional resource requirements and the lack of transparency, 
knowledge asymmetries between the geographically dispersed fragments and structural 
uncertainty.  
 
Recently, there has been interest in KM issues surrounding geographical dispersion and 
researchers have indicated that the “conceptual understanding of dispersed teams, too, is still 
underdeveloped” (Becker, 2001, p. 1039). Boh et al. (2007) suggest that two barriers to 
managing knowledge across geographical boundaries are coordination costs and the power of 
local ties. They argue that distance reduces the spontaneity of informal knowledge sharing 
making it difficult for employees in such organizations to build a common ground, social 
relationships, maintain awareness and focus on the project. In addition, local workers and 
managers tend to build relationships with people within their own geographical location, 
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making it difficult to share knowledge across geographical boundaries. These barriers, and 
the prevalence of geographically dispersed organizations, make the management of 
knowledge in such organizations an important issue for organizations. In Becker‟s (2001) 
work, he develops and evaluates strategies for dealing with dispersed knowledge. Becker 
(2001) believes that “the dispersedness of knowledge has important consequences for 
organizations and causes particular management problems (p.1038)”, a view supported by 
Boh et. al (2007).  
 
Boh et al. (2007) propose that since the knowledge-based view of the firm at present does not 
account for how knowledge is distributed across sites and given that the barriers to 
collaboration (such as coordination costs and the pull of local ties) can outweigh the 
advantages in dispersed organizations, there is a need for new theoretical arguments to 
understand how managers resolve the challenges of working across geographical boundaries. 
Boh et al. (2007) suggest that future research should extend the knowledge-based view of the 
firm by “examining how managerial decision making is related to integrating knowledge in 
organizations” (p. 608) that are geographically dispersed. Hence, to contribute towards this 
emerging area of KM research and the work done by researchers like Becker (2001) and Boh 
et al. (2007), some important questions that need to be addressed include: how do 
geographically dispersed organizations implement their KM programs, and what kind of 
strategies, structure, culture and resources are needed to manage knowledge in dispersed 
organizations?  
 
Going one step further, there is a lack of research in KM literature that compares the 
implementation of KM programs between geographically centralized and dispersed 
organizations - a gap that needs to be addressed. We define geographically centralized 
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organizations as organizations in which the majority of their staff and operations take place in 
one geographical location, usually the headquarters. Geographically dispersed organizations, 
as we have seen, are those organizations in which the majority of their staff are spread across 
geographical boundaries. Hence, in this thesis, we aim to compare the implementation of KM 
between geographically dispersed and geographically centralized organizations. This forms 
the context within which we intend to examine our research questions.  
2.2. The Knowledge-Based View of the Firm & the Resource-based View 
To better understand the knowledge-based view of the firm, we look to its root – the 
resource-based view of the firm. The resource-based view of strategic management (e.g. 
Sanchez et al., 1996; Barney, 1987) examines the resources and capabilities that make it 
possible for firms to create a sustainable competitive advantage. Here, the firm is seen as 
consisting of resources which comprise assets, capabilities, organizational processes, firm 
attributes, information, knowledge, etc. that the firm uses to develop and implement their 
strategy (Barney, 1991). For a resource to have the potential to lead to competitive advantage, 
it needs to have four attributes: it must be valuable, rare, imperfectly imitable, and not be 
substitutable (Barnet, 1991). A firm gains competitive advantage from acquiring and 
deploying such resources when “it is implementing a value creating strategy not 
simultaneously being implemented by any current or potential competitors” (Barney, 1991) 
resulting in firm heterogeneity.  
 
An important term in the resource-based perspective is competencies. Competencies, at the 
organizational level (Peppard et al., 2000), are a complex bundle of skills that are difficult to 
imitate (Hamel & Prahalad, 1992) and that make an organization “well-qualified” to create 
competitive advantage. Andrew & Ciborra (1996) suggest that resources used in context can 
develop competencies that can differentiate the organization from its competitors, again 
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emphasizing heterogeneity among firms. The terms competencies, capabilities, resources and 
even knowledge assets are very often used interchangeably (Barney, 2003, p. 424) and can 
occur at the individual, group or organizational levels. Prahalad & Hamel (1990) make it 
clear that competencies need not be inherent in the organization and that “there are major 
companies that have had the potential to build core competencies” (p. 82). The concept of 
building competencies is defined as “any process by which a firm qualitatively changes its 
existing stock of assets and capabilities, or creates new abilities to coordinate and deploy new 
or existing assets and capabilities in ways that help the firm achieve its goals; competence 
building also involved the creation of new strategic options” (Sanchez et al, 1996, p.8).  
 
We make special effort here to justify the use of competencies, as opposed to capabilities 
since “there has been some debate in strategy literature as to the distinction between 
competence and capability” (Peppard et al., 2000, p. 294). Prahalad and Hamel (1990) who 
introduced the concept of „core competence‟ view them as one and the same. We adopt the 
view of Peppard et al. (2000) who distinguishes competence and capability by adopting the 
view that capability is a higher level construct that is at the highest organizing level, used by 
organizations to achieve its strategic purpose. Specific capabilities are made up of a unique 
combination of organizational competencies. Hence, in our research, we are studying the 
competencies that organizations build on or enhance while implementing their KM program. 
The combination of these unique competencies can be thought to lead to capabilities in KM 
for the organization. It is therefore important to understand how to build the competencies 
that lead to capabilities. This would lead to a more complete picture of the “how” of 
enhancing competencies.  
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According to Alavi & Leidner (2001), “the knowledge-based perspective postulates that the 
services rendered by tangible resources depend on how they are combined and applied, which 
is in turn a function of the firm‟s know-how (i.e. knowledge)”. Knowledge is seen as a key 
organizational resource and in order to remain competitive, organizations must manage their 
knowledge assets. Organizations that have the ability to manage their knowledge resources 
effectively and distinguish their knowledge base in particular areas (Thomas et al., 2001) are 
able to “coordinate and combine their traditional resources and capabilities in new and 
distinct ways” (Zack, 1999, p.127) to gain competitive advantage.  We believe that this 
ability to manage knowledge assets to provide sustainable competitive advantage is a result 
of the competencies that the organization has or has built. 
 
Prior KM research has shown that organizations need to enhance their competencies in the 
broad areas of strategy (e.g. Dimitriades, 2005; Maeir & Remus, 2001; Malone, 2002), 
structure (e.g. Dimitriades, 2005; Gold et al., 2001) culture (e.g. Zheng, 2005; McDermott & 
O‟dell, 2001) and resources (e.g. Dimitriades, 2005; Storey & Barnett, 2002; Gold et al. 
2001) during the implementation of their KM programs (if not already present) in order to 
benefit and succeed from their organizational KM program. Akhavan at al. (2006) conducted 
a study of six successful companies in KM programs which included Ernst & Young, 
Hewlett-Packard, Microsoft and Siemens. They found that issues pertaining to the strategy, 
leadership and culture were critical success factors of the KM programs of these 
organizations. Gold et al. (2001) have identified technology (resources), structure and culture 
as infrastructure capabilities, and acquisition, conversion, application and protection as 
process capabilities necessary for an organization‟s efforts to manage their knowledge to 
flourish. Lam & Chua (2005) include in their literature review of KM success factors: having 
 22 
a clear KM strategy that is aligned to business goals, a learning culture, top management 
support, as well as having a flexible organizational structure.  
 
Gold et al. (2001) highlight that organizations may not be equally predisposed to successfully 
implement a KM program, and as suggested by Prahalad & Hamel (1990), may need to build 
the competencies. While achieving success in the implementation of KM programs requires 
organizations to have developed the competencies along the way, there is scarce research that 
examines the actual process that organizations undergo to enhance these competencies. 
 
The knowledge-based view, by the virtue of being based on the resource-based view, forms a 
part of the “content” theories of strategic management literature and has been criticized for 
being static and process-lacking (Nielson, 2005). We can see that KM research that has 
studied competency issues has focused on identifying the competencies and has thus made 
contributions towards the content perspective of the knowledge-based view. To obtain a more 
holistic and dynamic picture, we make an effort here to contribute towards emergent dynamic 
competency literature that integrates the two approaches. Hence, in this thesis, we ask how do 
organizations enhance their strategic, structural, culture and resource competencies while 
implementing their KM program. 
2.3. KM and the Environment 
Prior research has shown that KM programs and the environment are inextricably bound 
together with the environment exerting pressures to adopt KM as well as influencing the 
implementation of KM projects. A number of researchers have highlighted that KM strategies 
and initiatives are taken in response to various environmental pressures. Holsapple & Joshi 
(2000) explain that each KM episode is triggered by a knowledge need such as the need to 
reduce the time-to-market, the development and manufacturing costs, or the management of 
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products with more and more technology (del-Rey-Chamoro et al., 2003). Prusak (2001), 
supported by Ofek & Sarvary (2001), has highlighted globalization as the “most obvious and 
clearest culprit” which has created a “frenetic atmosphere within firms to bring new products 
and services to wider markets ever more quickly”. Brown & Dugid (1998) and Davenport & 
Prusak (1998) highlight that the intensification of globalization, acceleration of the rate of 
change and expansion in the use of information technology (Ofek & Sarvary, 2001) have 
attracted increased attention to KM.  
 
In addition to the environmental pressures driving KM initiatives, many organizations that 
have implemented KM strategies and initiatives find that many environmental factors, 
particularly from the internal environment, influence its success. Gold et al. (2001) explain 
that KM is a complex undertaking involving the development of structures that allow the firm 
to recognize, create, transform and distribute knowledge. Holsapple & Joshi (2000) have 
found that managerial (leadership, coordination, control and measurement), resource (human, 
knowledge, financial and material) and environmental (fashion, markets, competitors, 
technology and time) factors influence the success of KM strategies. Similarly, Ruppel & 
Harrington (2001) and De Long & Fahey (2000) have found that the organization‟s culture 
influences the successful management of knowledge. Gold et al. (2001) found three key 
infrastructures – technical, structural and cultural that are pre-conditions to effective KM.  
 
From the above discussion, we observe that KM research to date has emphasized the 
technical and economic environmental factors that influence the adoption or implementation 
of a KM program, which can be attributed to the influence of the resource-based view on 
KM. Hence, while it seems reasonable to assume that the competencies enhanced during the 
implementation of KM programs would also be influenced by and will in turn influence the 
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environment, the environment in KM literature has been largely viewed from a traditional 
perspective as comprising of the rational and technical environments. KM research has 
placed negligible importance on the influence of the social context (that comprises cultural, 
structural and political environments) on KM initiatives (Bada et al., 2004). Hence, any 
research on KM, particularly one that aims to study how and why certain events took place, 
should take into consideration the role of the rational, technical and social environments. 
Therefore, we ask, how does the environment influences the action taken to enhance the 
competencies while implementing their KM program? 
 
To address this issue, we draw on Oliver‟s (1997) work in which she uses institutional theory 
to fill the above void in the resource-based perspective. Institutional theory suggests that the 
environment of organizations should not be seen only in economic or strategic terms, but also 
as consisting of socially-prescribed and accepted ways of behaving (Scott & Meyer, 1991) 
and has increasingly been employed as a conceptual lens for studying the interaction between 
organizations and their environment (Bada et al., 2004).  
 
Oliver (1997) builds a model that looks at the resource-based and institutional determinants 
of the process of gaining sustainable competitive advantage. In the model, the resource-based 
determinants of economic rationality, strategic factors and market imperfections at the 
individual, firm and interfirm levels of analysis respectively are met with the institutional 
determinants of normative rationality, institutional factors and isomorphism pressures at the 
same corresponding levels. These determinants interact to influence the managerial choice, 
resource selection and firm heterogeneity at the individual, firm and interfirm levels 
respectively. These form the process of achieving sustainable competitive advantage.  
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In this research, we intend to build on the work done by Oliver (1997) paying particular 
attention to the institutional determinants of sustainable competitive advantage in order to 
contribute to, and widen the scope of the strategic school of KM. While Oliver (1997) 
adopted principles of the new institutional theory which emphasizes firm homogeneity and 
isomorphism, we draw on principles from both old and new institutional theory in an effort to 
understand the influence of the environment on intra-organizational change (Greenwood & 
Hinnings, 1996). Here, we view the process of implementing a KM program as being a 
process of institutionalization, in which the organization aims to enhance its competencies 
while ingraining KM into the fabric of organizational life. As Ravishankar & Luthra (2007) 
have explained, the success of a KM program depends on how well the project is integrated 
into the organization. They go on to say that a KM program is successful when people 
practice KM tools without referring to it as that – it has then become part and parcel of the 
organizational life, or has become institutionalized. According to Currie (2004), “the 
processes by which information systems (IS) innovations become institutionalized are the 
subjects of much debate within the field of organization theory. Yet few empirical studies 
exist which examine how IS innovations come to be adopted and diffused across 
organizations.” Hence, we aim to study how organizations institutionalize their KM 
programs.  
2.3.1. Institutional Theory 
The institutional approach to studying organizations has been around for a long time and 
provides a rich and complex view of organizations. This approach is based on the 
understanding that organizations are profoundly influenced by the environment and hence 
institutional theory attempts to explain changes in an organization as the organization 
responds to changes in the environment (Oliver, 1991). The theory has increasingly been 
employed as a conceptual lens for studying the interaction between organizations and their 
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environment (Bada et al., 2004). According to Dacin (1997), institutional pressures arise from 
broadly based sociocultural norms, as well as pressures arising among organizations, such as 
dependency and political pressures, and these pressures operate in concert with other forces, 
such as competitive or market pressures.  
 
The most important concept in institutional theory is institutionalization. Institutionalization 
is the process through which components of structures, procedures and ideas (Meyer & 
Rowan, 1977) or new practices become widely accepted and gain legitimacy (Tolbert & 
Zucker, 1983). According to Meyer & Rowan (1977), institutionalization assumes that 
organizations adopt new practices not based on efficiency, but rather on their desire to be 
legitimate in their business environment. Scott (1987) refers to institutionalization as the 
adaptive process through which the organization is shaped by the characteristics and the 
commitment of its participants and the external environment.  
 
Institutional theory has undergone a transition around the late 1970s from the “old” school of 
institutionalism (e.g. Selznick, 1957) to the “new” school of institutionalism (e.g. Powell & 
DiMaggio, 1991; Scott, 1995). Old institutionalism focused on the emergence of distinctive 
forms, processes, outlooks and competencies from the interaction and adaptation of 
organizations (Selznick, 1996). Issues pertaining to coalitions, power, informal structure and 
competing values were given special consideration during analysis. The unit of analysis was 
single organizations and the focus was on understanding the evolution of the organization, 
changes and the strategies and constraints that affected its evolution while paying attention to 
understanding human behaviour. However, one of the main limitations of old institutionalism 
is its lack of exploration into intra-organizational dynamics of change within the context of 
the institutional environment.  
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New institutionalism, which has been the focus of researchers for the past 30 years, on the 
other hand analyses the evolution of organizations across the larger environment. Here the 
unit of analysis is the organizational field that is defined by DiMaggio & Powell (1991) as “a 
recognized area of institutional life: key suppliers, resource and product consumers, 
regulatory agencies, and other organizations that produce similar services and products”. 
According to Zilber (2002), there is an emphasis in new intuitionalism to study institutional 
theory at the macro level (e.g. DiMaggio & Powell, 1991; Zucker, 1991) and as a property 
rather than a process. The focus of new institutionalism is on understanding why firms are 
similar and hence the emphasis is on issues of homogeneity and isomorphism. Isomorphism 
is a constraining process that forces one unit in the population to resemble, or become 
homogenous with, other units that face the same set of environmental conditions (Hawley, 
1968). Researchers in this school adopt a cognitive perspective to understanding the social 
behaviour of institutional change. Zilber (2002) suggests moving away from this and towards 
a micro level of analysis that is process-based.  
 
In the past decade, a new school of institutionalism has emerged – “neo” institutionalism that 
combines principles of the new and old institutional theory (e.g. Greenwood & Hinnings, 
1996; Tolbert & Zucker, 1996) According to Greenwood & Hinnings (1996), “neo-
institutional theory contains insights and suggestions that when elaborated, provide a model 
of change that links organizational context and intra-organizational dynamics” (p.1023). 
Greenwood and Hinnings (1996) have shown that the same forces that affect stability and 
legitimacy can be used to provide explanation for organizational change. However, their 
study is concerned with the why of organizational rather than the how or the process of 
organizational change. They point out that neo-institutional theory is weak in analyzing the 
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internal dynamics of organizational change (Greenwood & Hinnings, 1996) and hence 
research needs to address this.  
 
Tolbert & Zucker (1996) argue that despite the large amount of research done in the field of 
institutional theory, researchers have paid little attention to “conceptualizing and specifying 
the processes of institutionalization”. Process models of institutionalization (e.g. Currie, 
2004; Hensmans, 2003) show that institutionalization is characterized by triggers from the 
environment followed by changes in the organization in which old practices are replaced by 
new ones in certain locations in the organization. As these new practices gain acceptance or 
legitimacy, the new practices are no longer “new” and become fully institutionalized. The 
research adopts this process view of institutionalization.  
 
Tolbert & Zucker (1996) offer a general model of institutionalization process (see Figure 
below). They highlight four main stages in the process of institutionalization that can take 
place between organizations as well as within them: innovation, pre-institutionalization, 
semi-institutionalization and full institutionalization. At the innovation stage, the organization 
is affected by technological change, legislation and market forces that make the adoption of 
an innovation feasible and attractive. At this stage, the adoption of a given innovation may 
and often occurs in close association with adoption processes of other organizations (Tolbert 
& Zucker, 1996). Pre-institutionalization is a result of „habituation‟ processes that involve the 
generation of new structural arrangements in response to a specific organizational problem or 
set of problems, and the formalization of such arrangements in the policies and procedures of 
a given organization (Tolbert & Zucker, 1996). Semi-institutionalization takes place due to 
„objectification‟ processes that involve the movement towards a more permanent and 
widespread status, and increasing adoption in the organization based on the development of 
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some degree of social consensus among organizational decision-makers concerning the value 
of a structure (Tolbert & Zucker, 1996). Full institutionalization involves „sedimentation‟, a 
process that is based on the historical continuity of the structure, and especially its survival 









Figure 1: Stages and Process of Institutionalization (adapted from Tolbert & Zucker, 1996) 
 
In this research we use principles from both the new and old schools of institutional theory, 
and draw on neo-institutionalism. Since, we intend to study the process of enhancing 
competencies when implementing a KM program, and the influence of the environment on 
this process, we are interested in a process view that examines intra-organizational change in 
relation to the organizational context. Greenwood & Hinnings (1996) very aptly say that 
“institutional theory does, in fact, have a contribution to make to understanding 
organizational theory, which goes beyond the ideas of inertia and persistence. But this can 
only happen when both old and new institutionalism are combined in a neo-institutionalism 
framework”.  
Innovation 






2.3.2. Institutionalization and the Environment 
Researchers in institutional theory have attributed institutionalization to sources internal and 
external to the organization (Zucker, 1987). According to Scott (2001), institutions consist of 
regulative systems, normative systems and cultural-cognitive systems that form the three 
pillar of institutions. The widely held beliefs originating from the environment find their way 
into the organization through three forces that correspond with these three pillars: (1) 
coercive, (2) normative, and (3) mimetic (Scott, 2001, p. 52).  
 
Regulatory processes such as rules, laws and sanctions, arise out of the use of power and 
stems from the political influence an organization may exert on other organizations that 
depend on it for resources or survival (Bada et al, 1994). From within the organization, 
regulatory forces arise from the organizational structure and procedures that regulate and 
control the behaviour of its members. From outside the organization, coercive forces arise as 
a result of informal and formal pressures exerted on organizations by other organizations 
upon which they are dependent and by cultural expectations in the society within which 
organizations function. These pressures can take the form of a force, persuasion or invitations 
exerted by the government, legal bodies and even external organizations such as customers or 
suppliers (DiMaggio & Powell, 1983).  
 
The normative forces include values and norms that result in a “prescriptive, evaluative and 
obligatory” dimension to social life (Scott, 2001, p.54). Values are conceptions of the 
desirable or preferred in addition to standards that must be adhered to (Scott, 2001). Norms 
specify how things should be done (Scott, 2001).  As indicated by Scott (2001), normative 
elements include routines, procedures, strategies, conventions, and organizational forms. 
From within the organization, normative forces are associated with pressures to adhere to a 
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particular occupational culture, be a part of a dominant discipline and comply with social 
obligations.  External normative pressures are brought about by professionalism. Two aspects 
of professionalism that are important are formal education and professional networks 
(DiMaggio & Powell, 1983). Swanson & Ramillier (1997) suggest that, in the Information 
Technology (IT) context, when information systems professionals, management consultants 
and other agents of change move across organizations, they tend to spread their traditions of 
practice. These traditions, in turn, may impact the change efforts of organizations. They may 
also become taken-for-granted rules and prescriptions which govern the practice of utilizing 
IT, and to which all organizations must adhere in order to survive (Bada et al., 2004).  
 
Anthropologists and sociologists stress the importance of the cultural-cognitive elements of 
institutions: “the shared conceptions that constitute the nature of social reality and the frames 
through which meaning is made” (Scott, 2001, p.57). From within an organization, cultural-
cognitive forces include shared sense-making as a result of the interaction between 
organizational members (Scott, 2001). Here, the organizational culture makes organizational 
members respond collectively to environmental stimuli that results in a socially constructed 
reality. From outside the organization, uncertainty in the environment or ambiguous goals can 
create a powerful force, known as a mimetic force, that makes organizations model 
themselves after similar organizations that they perceive as more legitimate or successful 
(DiMaggio & Powell, 1983). The introduction of a new technology or work procedure is 
usually accompanied by a measure of uncertainty arising from the lack, or inadequate 
knowledge, of doing new things or utilizing the new technology. To reduce the uncertainty, 
people and organizations tend to imitate others who have gone through similar processes 
(Bada et al., 2004).  
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Numerous researchers have paid significant attention to the external environment and have 
identified factors such as the introduction of new technology (Barley, 1986), external jolts 
(Meyer, Brooks & Goes, 1990), or the entry of new players into a field (Thornton, 1995). 
While emphasis in literature is given to studying the external coercive, mimetic and 
normative forces (Reay, Golden-Biddle & GermAnn, 2006), Zucker (1987) acknowledges 
that these forces can occur from within an organization as well. In more recent times, there 
has been a heightened call for research on understanding the role of human agency in 
institutional activities in organizations (Reay, Golden-Biddle & GermAnn, 2006). Reay, 
Golden-Biddle & GermAnn (2006) have attempted to address this by looking at how 
individual actors institute change in established ways of working. Seo & Creed (2002) have 
found that change occurs when some actors are less embedded than others in a field, or 
alternatively, when actors become less embedded because of particular events. Thornton 
(1995) and Zilber (2002) found that newcomers to a field are less embedded and better placed 
to act in ways that contradict the established norms. Kraatz & Moore (2002) address 
particularly the role of top management in institutionalizing change in an organization. 
According to them, leaders are the actual bearers of institutionalized assumptions and 
understandings, and larger institutional forces converge on leaders and ultimately affect 
organizations through them.  
 
Scott (2001, p. 55) makes special note that the three institutional pillars can “empower and 
enable social action”. Hence, following Greenwood & Hinnings (1996), we can conceptualise 
the coercive, normative and mimetic forces (based on the theoretical framework of strategic 
renewal) as comprising of “stress” (or persistence) forces that push the organization towards 
institutionalizing a new structure, idea or program. However, Greenwood & Hinnings (1996) 
highlight that the process of institutionalization consists also of forces of inertia that arise out 
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of weak organizational learning, constraints of the present strategy and the difficulty in 
mobilizing internal support. They also point out that these sources of inertia are not complete. 
The normative embeddedness of an organization within its institutional context causes the 
organization to be tightly coupled to a specific archetype and results in rigidity or resistance 
to change. There is a need to identify the sources of this normative embeddedness. While 
research in old institutionalism overlooked the role of the institutional context in intra-
organizational change, new institutionalism paid undue attention to the stress forces. Hence, 
there is a need to pursue Greenwood & Hinnings‟ (1996) suggestion to understand the role of 
both stress and inertial forces during the process of institutionalization simultaneously.  
 
In summary, we aim to compare the enhancement of competencies and the influence of the 
environment between geographically centralized and dispersed organizations, which forms 
the context of our study. By drawing on institutional theory, we seek to understand the 
process of enhancing an organization‟s competencies when implementing a KM program, in 
addition to the role of the environment in this process. We use Tolbert & Zucker‟s (1996) 
model of the institutionalization process to divide the implementation of an organization‟s 
KM program into stages. In addition, to classify the environmental forces and to ensure that 
we have examined the environment in its totality, we use Scott‟s (2001) three pillars of 
institutions – regulative, normative and cultural-cognitive. By drawing on institutional theory 
in this manner, we will be in a better position to identify the environmental influences, as 
well as the action to be taken to enhance these competencies in the process of 
institutionalizing an organization‟s KM program. Towards this end, we undertake an analysis 
of the implementation of the KM programs at the Asian Development Bank, a geographically 
centralized organization, and the British Council, a geographically dispersed organization, 
from the late 1990s to 2007.  
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3. RESEARCH METHODOLOGY 
We adopt the qualitative, in-depth case study research methodology.  There is limited amount 
of research that adopts the view of this thesis in looking at how geographically centralized 
and dispersed organizations vary in enhancing organizational competencies when 
implementing KM programs. Hence, without the necessary standardized measures for 
quantitative research (Eriksson et al., 2000; Patten, 1990), it will be difficult to construct a 
research design using quantitative methods for the phenomenon under investigation.  
 
The strengths of qualitative research lie in its inductive approach, its focus on context and its 
emphasis on language rather than numbers (Maxwell, 1996). Qualitative research emphasizes 
studying social and cultural phenomenon from the process perspective (Gephart, 2004) and 
examining „how‟ social experience is created and given meaning (Denzin & Lincoln, 2000; 
Maxwell, 1996). Since this research aims to study how organizations enhance their 
competencies when implementing their KM program, how the environment influences the 
process, as well as how the organization interprets the environment all within the context of 
geographically centralized and dispersed organizations, a qualitative methodology would be 
appropriate.  
 
To study qualitative research, case studies are commonly used and these in-depth case studies 
require the researcher to conduct frequent field visits over an extended period of time 
(Walsham, 1995). According to Yin (1994), case studies are extremely useful for 
investigating “a contemporary phenomenon within its real-life context, especially when the 
boundaries between phenomenon and context are not clearly evident”, and to answer „how‟ 
and „why‟ research questions. In our research, we ask two „how‟ questions to understand how 
geographically dispersed organizations and geographically centralized organizations vary in 
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their implementation of KM?: (1) how do organizations enhance their competencies when 
implementing a KM program?, (2) how does the environment, particularly the social context, 
influence the action taken to enhance these competencies when implementing a KM 
program?. In addition, we are examining a contemporary phenomenon in relation to the 
external and internal environmental context. Hence, the phenomenon and context are 
inextricably linked and their boundaries thus unclear, which makes the case study method 
appropriate for studying our research questions. 
 
The sources of qualitative data are (1) in-depth, open-ended interviews, (2) participant 
observation, and (3) written documents (Patton, 1990; Yin, 1994). By having multiple 
sources, the researcher is better able to retain a chain of evidence and improve the rigor of the 
research (Klein & Myers, 1999; Yin, 1994). This chain of evidence allows others to “follow 
the derivation of any evidence from initial research questions to ultimate case study 
conclusions” (Yin, 1994, p. 84). 
 
Since the focus of this study is on the process of enhancing organizational competencies, the 
cases chosen would have to have implemented a KM program over a number of years and 
have undergone significant strategic changes along the way. We conducted two case studies 
at the Asian Development Bank (ADB) and the British Council (BC). The data from the 
British Council was collected both in its headquarters in London & Manchester, as well as in 
one of its overseas offices, Singapore.  
3.1. Rationale for the Choice of Cases 
The Asian Development Bank (ADB) and British Council (BC) are appropriate cases to study 
the research questions undertaken in this thesis since firstly, the ADB is a geographically 
centralized organization with majority of its employees located at its headquarters in Manila, 
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and Philippines while the BC is a geographically dispersed organization with more than 70% 
of its staff being geographically dispersed across the 110 countries it is represented in. Since 
we intend to compare the implementation of KM between geographically dispersed and 
centralized organizations, the choice of the ADB and BC becomes apparent. Secondly, the 
ADB and BC are both public-sector, non-government organizations (NGOs) making them 
organizations within the same sector of the economy. Also, both the ADB and BC are 
Knowledge Intensive Firms or KIFs which are organizations that primarily reply on the 
knowledge base of their employees in which KM forms an integral component of the 
management practices of these organizations (Alvesson & Karreman, 2001).  Finally, and 
very importantly, both these organizations have implemented KM for very similar reasons. 
The ADB and BC have implemented KM since the late 1990s in an effort to meet the 
changing demands of their customers, and to become more efficient and effective. These 
reasons make the ADB and BC cases appropriate to study the research questions undertaken 
in this thesis.  
3.2. Asian Development Bank (ADB) 
The Asian Development Bank (ADB), a Multilateral Development Bank (MDB), was 
founded in 1966, and provides its Developing Member Countries (DMCs) in Asia and the 
Pacific with financial support, through low interest loans and grants, as well as professional 
advice to improve their economic and social development. The vision of the ADB is an Asia 
and Pacific region that is free of poverty.  
 
Recognizing the growing role of knowledge in the advancement of ADB‟s DMCs, and 
because effective knowledge sharing depends on efficient and effective internal knowledge 
processes, the first signs of formal knowledge management (KM) began to appear in 1999 
and it should be noted that knowledge transfer has always been an essential and catalyzing 
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element of the ADB‟s mandate. Here we study ADB‟s KM journey over the period of 1999-
2005. The ADB is an appropriate case to study the research questions that we are exploring 
here since the bank‟s journey in KM has resulted in numerous changes to its strategy to 
embrace KM, and link KM with their strategies. The nature of ADB‟s business makes it a 
knowledge-intensive firm or KIF as it relies heavily on its knowledge assets to deliver its 
services to its customers. An ADB staff involved in ADB‟s strategy planning commented: “If 
we do not get knowledge management right, we are out of business pretty soon. The Asia 
region is so dynamic in development and what really counts for the organization is the 
knowledge we have. Money is no longer important. Our financial lending is marginal 
[compared] to the foreign direct investment. What ADB can offer is its knowledge of 40 years 
of experience in Asia - and there is a lot of it. ADB was involved in the development of Korea 
and Taiwan and the Tiger countries. There should be a lot of knowledge.”  
 
The management of the ADB realized that since knowledge was so critical, and its 
management crucial to ADB‟s sustainability, they needed to make sincere efforts to 
implement KM initiatives. In doing so, ADB‟s management made significant efforts to build 
the necessary competencies to institutionalize KM. 
3.2.1. Data Collection at the ADB 
The primary technique for collecting data in this research was the interview method which 
was conducted over two 1-week periods at the headquarters in Manila. Prior to the 
interviews, the interviewer had received numerous strategy papers from the contact person in 
the ADB, as well as through the intranet. Using this, a storyline was written and verified prior 
to arrival in Manila for the interviews to ensure that the interviewer had a thorough and 
accurate picture of the event that had taken place in relation to KM. 34 participants were 
interviewed in the ADB through semi-structured interviews to obtain a breadth of 
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information, opinion and experience (Fontana and Frey, 1994). By asking questions that 
enable open-ended answers, participants were better able to express their ideas and opinions. 
The questions that guided the interviews in trip 1 are in Appendix 1. It should be noted that 
the type of questions asked to the various groups within the organization varied, as can be 
seen in Appendix 1. An interview template was used for each interviewee to record the date 
of the interview, interviewee‟s name, position in the company, location in the ADB building 
in Manila, the start and end times of the interviews and any other sources of data collected 
during the interview. In addition, the template was used to make notes on any environmental 
and behavioral observations that were made during the interview, as well as space for the 
interviewer to make notes. The interviewees were top management staff, professional staff, 
KM Centre staff and consultants in the ADB, who ranged from various levels of the 





Table 1: Interviewees in the ADB 
The interviews were retrospective in nature. The researcher drew on the perceptions of the 
interviewees as revealed in their comments during the interviews. Historical reconstruction of 
the incidents was subsequently performed by the field researchers. The majority of the staff 
interviewed (approximately 70%) had been with the organization for more than five years 
and hence were able to provide their views on the changes that took place since 1999. About 
20% of the staff interviewed had been with the ADB for between 11 to 13 years. The 
responses from the interviewees were triangulated with data collected from other 
interviewees and sources to ensure its accuracy. “Triangulation” of data (Stake, 1994), or 
Category of Interviewees Number Interviewed 
Top & Senior Management 15 
Middle Management 13 
KM Centre Staff 3 
Consultants 3 
Total Number of Interviewees 34 
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using multiple sources of data collection, allows an investigator to address a broader range of 
historical, attitudinal, and behavioral issues. By using the narratives from one subject to 
confirm or contradict others through the process of triangulation, inter-subject reliability was 
enhanced (Miles & Huberman, 1994). No preferential treatment was given to any particular 
interviewee‟s comments. In addition, the researcher made special efforts to detect whether the 
interviewee was attempting to conceal or withhold any details.  
 
The interviews, which lasted anywhere between 45 minutes to 90 minutes were recorded with 
the organization‟s and participants‟ permission. In addition, about 5 interviews were 
conducted via video-conferencing (and recorded) to ADB staff located at various Developing 
Member Countries (DMCs). The taped interviews were transcribed and coded, and were 
enriched with observations made during the interview.  
 
Since the researcher was located at the headquarters in Manila for the duration of the 
interviewees on both trips, the researcher had the opportunity to observe staff in the 
organization and participate in certain activities, which formed an integral part of the 
fieldwork. On the first visit, the researcher was able to attend a presentation by an ADB staff 
on “Diasporas in Asia” and also attended ADB‟s annual social event that was held to raise 
funds for charity. In addition, on both trips, the researcher was able to have lunch and dinner 
with a number of ADB staff. During these activities, the ADB staff were more willing and 
comfortable to voice their opinions on a variety of organizational issues.  Therefore, these 
activities enabled the researcher to become more engrained into the organization and have 
informal chats with ADB‟s staff. While these conversations were not recorded, conscious 
efforts were made to write down what was discussed after the conversation. 
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In addition, secondary data collected from the ADB that included ADB‟s strategy papers, 
KM-related papers, external consultant reports, informational brochures, transcripts of 
official speeches and presentation slides were also used in the analysis.  The use of 
documents along with the interviews and observations enabled the researcher to triangulate 
the data and maintain the chain of evidence (Yin, 2003). 
 
Based on the data collected in the first trip, non-academic analysis was conducted and this 
was presented in November 2005 together with a report. This report highlighted the areas of 
success, barriers to KM and provided some key recommendations to the ADB to further 
embrace KM. The report and presentation were very well received.  
3.3. British Council (BC) 
The British Council, a not-for-profit organization or charity, was established in November 
1934 as the UK‟s cultural relations organization and became the „British Council‟ in 1936. 
The first overseas operations began in 1938 in Egypt and Portugal, and the BC has since 
grown into an international network of 7500 people in 217 cities in 110 countries. The 
Council has its headquarters in London and Manchester which administer the network of 
overseas offices. The purpose of the organization is to build mutually beneficial relationships 
between people in the UK and other countries and to increase appreciation of the UK‟s ideas 
and achievements. The BC conducts work in six sectors: arts, education and training, English 
language teaching, governance, information, and science and health. The work done in these 
six areas supports and complements the diplomatic, developmental and commercial work 
carried out by other UK organizations and agencies under the UK Government‟s Global 
Public Diplomacy Strategy. The Council is quick to clarify that “we are independent and non-
political and we represent the whole of the UK rather than the UK Government”. To achieve 
their purpose, the organization gives people in other countries access to learning 
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opportunities and creative ideas from the UK. They also create opportunities for people in the 
UK to make contact with, and learn from people, ideas and expertise in other countries.  
 
The BC realized that access to knowledge and information is critical to the ability to innovate 
and create new products, and has acknowledged the need for the organization to manage its 
own knowledge to enable the entire network to benefit from innovation and developments in 
any part. Given the diverse and geographically distributed operations of the BC, it is not 
surprising that the sharing and development of knowledge is of utmost importance to its 
future success. The BC‟s strategy for KM is based on „practical‟ Knowledge Management 
(KM) and aims to help real people solve real business problems by providing the right 
information to the right employees at the right time. At the individual level, KM at the BC is 
about helping employees to get their work done. At the country or regional level, KM helps 
to obtain information, knowledge and experiences on what other countries and regions are 
doing with regards to a project or the plan for the country, for example. At the organizational 
level, the BC needs to evaluate their performance and this requires information on the impact 
of projects on customers, success stories and testimonials, as well as an accurate and 
complete picture of all the projects and events carried out in each country. By implementing 
KM at these three levels, the BC made significant efforts to build the necessary competencies 
that would institutionalize KM.  
3.3.1. British Council (BC) Singapore 
Established in Singapore in 1947, the British Council (BC) Singapore connects people 
worldwide with learning opportunities and creative ideas from the UK and build lasting 
relationships between the UK and Singapore. Singapore is one of the largest BC centres in 
the world with 150 staff including 80 teachers across 4 local branches. 
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The teaching staff of the BC Singapore are split between all the four local branches while the 
non-teaching staff are concentrated at the headquarters. Each year, 10 000 students, ranging 
from the age of 5 to 35 attend BC Singapore‟s full and part-time courses (for primary, 
secondary, junior college students and adults) and workshops. BC Singapore also conducts 
teacher development courses for teachers from the Ministry of Education (MOE) in 
Singapore. In addition, the Professional Development Centre (PDC) conducts a number of 
professional courses in personal performance, creativity and innovation, customer service, 
leadership, interpersonal communication, written communication and teamwork.  
 
In the arts scene, the BC Singapore works with its local partners to bring innovative, creative 
and contemporary talent from the UK to Singapore and foster partnerships between artists 
and designers from the two countries. In addition, BC Singapore aims to raise awareness of 
the exciting work in science and technology in the UK. BC Singapore also engages in 
exchanges and partnerships between the UK and Singapore that would lead to better mutual 
understanding, and promote the exchange of ideas and closer collaboration.  
3.3.2. Data Collection at the BC 
The primary technique for collecting data in this research was the interview method which 
was conducted in London and Singapore in 2006 and 2007 (primarily face-to-face interviews 
with the exception of a few video-conferences) - 23 interviews were conducted in London 
over a ten-day period in 2007, and 26 interviews were conducted in Singapore over a 2 month 
period in 2006. The interviews were semi-structured to obtain a breadth of information, 
opinion and experience (Fontana and Frey, 1994). By asking questions, similar to those asked 
at the ADB (Appendix 1) that enable open-ended answers, participants were better able to 
express their ideas and opinions. The interviews, which lasted anywhere between 45 minutes 
to 90 minutes were recorded with the organization‟s and participants‟ permission.  An 
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interview template was used for each interviewee to record the date of the interview, 
interviewee‟s name, position in the company, country of employment, the start and end times 
of the interviews and any other sources of data collected during the interview. In addition, the 
template was used to make notes on any environmental and behavioral observations that were 
made during the interview, as well as space for the interviewer to make notes. The 
interviewees were country & regional directors, sector directors, staff of the KM team, KM 




Table 2: Interviewees in the BC 
The interviews were retrospective in nature. The researcher drew on the perceptions of the 
interviewees as revealed in their comments during the interviews. The majority of the BC 
staff interviewed (approximately 65%) had been with the organization for more that 8 years 
and hence were able to provide their views on the KM program over the period from the late 
1990s to 2007. About 20% of the BC staff interviewed had been with the organization for 
between 15 to 25 years. Historical reconstruction of the incidents was subsequently 
performed by the field researchers. The responses from the interviewees were triangulated 
with data collected from other interviewees and sources to ensure its accuracy. 
“Triangulation” of data (Stake, 1994), or using multiple sources of data collection, allows an 
investigator to address a broader range of historical, attitudinal, and behavioral issues. By 
using the narratives from one subject to confirm or contradict others through the process of 
triangulation, inter-subject reliability was enhanced (Miles & Huberman, 1994). No 
preferential treatment was given to any particular interviewee‟s comments. In addition, the 
Category of Interviewees Number Interviewed 
Top & Senior Management 13 
Middle Management 25 
Teachers 11 
Total Number of Interviewees 49 
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researcher made special efforts to detect whether the interviewee was attempting to conceal 
or withhold any details.  
 
In addition to the interview data collected, a number of secondary resources were also used. 
These included BC‟s papers on its Strategy 2010, Strategy 2005, Country Strategy, 
Knowledge Sharing Strategy, staff survey reports, corporate brochures and external 
consultant reports. 
3.4. Data Analysis of the ADB & BC Cases 
In the data analysis process, for each of the cases, the researcher first transcribed the 
interviews and coded them according to the emerging themes and sub-themes using 
Microsoft Excel, a process known as open coding (Strauss & Corbin, 1990). These themes 
and sub-themes were identified through a process of theoretical sensitivity (Glaser, 1978) in 
which the researcher keeps in mind prior literature in determining these preliminary themes 
and sub-themes. By using Excel‟s spreadsheets, we were able to enter the quotations from the 
interviews into cells in the spreadsheets and then categorize them according to the theme(s)/ 
sub-theme(s). We created five main columns: Name, Job Position, Quote, Theme and Sub-
Theme. The identities of the ADB and BC staff were removed to conform to the 
confidentiality agreement between the two organizations and the interviewer. In the analysis, 
general titles were given to staff that did not disclose their true identity and these identities 
are used throughout this paper. A snapshot of an Excel spreadsheet is shown in Appendix 2. 
By using Excel, we were able to easily group interview data reflecting similar themes using 
the filter function in the spreadsheet, and then conduct additional analysis of the transcribed 




In the data analysis, the researcher aimed to uncover rich insights from the cases. To do so, 
the researcher needed to be deeply immersed in the transcripts. The researcher used the texts 
(interview transcripts, documents and notes from observations) to prepare a detailed case 
description of the process of linking KM to organizational strategies at the ADB and BC. 
This was done soon after the completion of the first round of data collection. The data was 
validated with a few individuals within the organization who were familiar with the 
organization‟s history. Once a good understanding of the case was obtained and the emerging 
themes were uncovered, the researcher modified our set of open-ended questions to address 
issues that needed further enquiry. In total, the data of the ADB comprises 479 quotations, 
totaling 56 pages of Excel spreadsheets based on over 30 hours of audio interviews. For the 
BC case, the date comprises of 540 quotations, totaling 84 pages of Excel spreadsheets base 
on over 50 hours of audio interviews. The transcribing process was done soon after 
completion of the collection of the data to ensure that it was done when the data was fresh in 
the researcher‟s mind.  
 
Once the data was coded according to the emerging themes and sub-themes and a detailed 
case description of the process of enhancing competencies at the ADB and BC were created, 
the researcher began to identify the relationships between the various themes known as axial 
coding (Strauss & Corbin, 1990), as well as identify the key themes and relating all the other 
themes/ sub-themes to the key themes, known as selective coding (Strauss & Corbin, 1990). 
During the analysis of our transcribed data, the researcher constantly switched between 
theory and data and the data analysis process went through numerous iterations (Klein & 
Myers, 1999) to ensure that the analysis resulted in a consistent and coherent analysis of the 
case.  Finally, once the individual analysis of the ADB and BC were conducted separately, a 
cross-case analysis that compared the issues being studied was carried out. Once again, the 
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researcher constantly switched between the data and theory, to ensure that the resulting 
























4. CASE 1: ASIAN DEVELOPMENT BANK 
4.1. Background to the organization 
The Asian Development Bank (ADB), which was setup in 1966, aims to improve the welfare 
of the people in Asia and the Pacific. The ADB is a multilateral development financial 
institution owned by 66 members, 47 from the Asia and Pacific region and 19 from other 
parts of the globe. Its vision is an Asia and Pacific region free of poverty and its mission is to 
help its Developing Member Countries (DMCs) reduce poverty and improve the quality of 
life of their citizens.  
 
The ADB's achieves these aims through the following main instruments: policy dialogue, 
loans, technical assistance, grants, guarantees and equity investments. Through these 
instruments, ADB's annual lending volume is about $6 billion, with technical assistance 
totaling about $180 million a year. 
 
The headquarters of the ADB is located in Manila in which the majority of the ADB‟s staff 
are located, and the organization consists of 26 other offices around the world making it a 
geographically centralized organization. These smaller offices comprise of 19 resident 
missions in Asia, 3 sub-regional offices in the Pacific, representative offices in Frankfurt for 
Europe, Tokyo for Japan, and Washington, DC for North America , and a special liaison 
office in Timor-Leste. In total, the ADB has more than 2,000 employees from over 50 
countries. 
4.2. Knowledge Management (KM) in the ADB  
Knowledge has always been a critical asset in the ADB and the organization creates and 
captures knowledge through its operations and services. A member of ADB‟s top 
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management highlighted ADB‟s unique position: “Yes, we are a bank and we provide loans, 
financial assistance but we started to realize that we can often have more of an impact 
through a study than through a loan. And particularly, the combination of sort of financing 
and sort of expertise is what makes ADB unique. Head commercial banks are not interested 
in providing expert advice. And people who often provide advice have very little leverage.”  
 
The ADB undergoes four stages in processing knowledge in the organization: (1) knowledge 
creation and capture, (2) knowledge sharing and enrichment, (3) information storage and 
retrieval, and (4) knowledge dissemination. In its lending operations, valuable knowledge and 
practices are embodied in the investment projects that ADB finances. The primary objective 
of ADB‟s non-lending services in the form of economic, sector and thematic work has been 
to create new insights and disseminate this to as wide an audience as possible.  
 
Explicit knowledge is captured in the form of documents that are generated at various stages 
of the lending and non-lending operations cycle. Knowledge is also captured from external 
sources through publications, web sites and seminars. A member of ADB‟s top management 
team explained the need to better manage the explicit knowledge in the bank: “The ADB 
conducts $120 million worth of studies of all kinds - country economic reports, studies on the 
education sector in Laos, a study on civil litigation among the Pacific islands. In short, it is 
about $120 million worth of analytical work. And we felt that we did not get enough out of 
this work. Often, it ended up in a report very few people knew existed. So, we felt that a more 
systematic management of that would be important.” Tacit knowledge is captured through 
communities of practice, discussion, seminars and workshops involving ADB staff, DMC 
stakeholders, development partners and/or consultants.  
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Both knowledge sharing and the enrichment of knowledge to make it more relevant before 
dissemination take place through these communities of practice, discussion, seminars and 
workshops. Information storage and retrieval is done through electronic databases and 
retrieved through intranet sites. Finally, knowledge is disseminated primarily through ADB 
publications, presentations, the library and learning centre, as well as intranet and web sites.  
 
The objectives of ADB‟s conscious efforts to better manage their knowledge are two fold. 
Firstly, recognizing the growing role of knowledge in the advancement of ADB‟s DMCs, the 
ADB aims to be a learning institution and a primary source of development knowledge in 
Asia and the Pacific. An economist provided his view: “We do realize that being a 
knowledge bank and becoming more and more of a knowledge bank is important to keep a 
competitive edge, both as compared to other banks as well as DMCs. Some of our DMCs 
have become more knowledge focused. 30 years ago, we could pretty much dictate because 
they did not have a lot of capacity. Those times are over. Take India, take Pakistan, our 
DMCs - they are very knowledgeable and sometimes more knowledgeable on certain things 
than we are. So we realize very much that KM and fostering KM is very important.” 
Secondly, the aim of ADB‟s KM program is to facilitate effective knowledge sharing by 
ensuring that ADB‟s internal knowledge processes are efficient and effective.  
 
A member of ADB‟s top management explained the key dimensions of ADB‟s focus 
pertaining to these two broad objectives. “The first dimension is the efficient management of 
knowledge in the institution. Many people who work in one country in the region have no 
access to information from another part of the region. The second dimension is to share 
knowledge and insights as a result of our analytical work more systematically with our 
borrowing countries. And as for the third dimension - Asia has a lot of experience to offer in 
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the area of development and is the most dynamic region. There is a lot Asian countries can 
learn from each other. So the ADB has to play a more systematic role as a broker of that kind 
of exchange.”  
 
To fulfill its first aim, the ADB offers formal knowledge products on development issues that 
have strategic implications for academic and development thinking, and for policy 
formulation and capacity building of specific clientele and stakeholders in DMCs, sub-
regions, and the region as a whole. Secondly, the ADB supports and strengthens research and 
dissemination of new development concepts as well as technologies that will have a 
crosscutting impact on regional knowledge and information exchange and sharing in areas 
demanded by DMCs. This has been done through, for example, the establishment of 
knowledge hubs, knowledge linkages with research institutions in the region. Finally, the 
ADB supports the implementation of the Public Communications Policy, which outlines 
ADB‟s efforts in promoting public understanding of ADB's work through enhanced 
information access, dissemination, and feedback mechanisms.  
 
At the same time, because effective knowledge sharing requires efficient and effective 
internal knowledge processes, the ADB has implemented KM initiatives to improve the 
internal processes that will facilitate knowledge sharing. A staff member of an 
administrative-support department shared her view: “I think that it was a real reality that for 
an institution of this size to be effective in the development business, we really had to come up 




In trying to meet the two objectives of KM, the ADB has taken a myriad of actions towards 
implementing their KM program. The purpose of these actions is to expand the organization‟s 
competencies or skill set to include competencies that result in successfully institutionalizing 
their KM program. The head of the KM team explained:   “If you really want to reach your 
knowledge goals, you need to have a strategy, a focus. If you have a strategy, you can identify 
which critical elements should be addressed, it reflects on the skills set in this bank.”. The 
issues discussed during the interviews, as well as the storyline of ADB‟s KM journey reveal 
that the organization focused its efforts in KM on making changes to its strategy, structure, 
culture and resources to enhance their competencies in these areas. For example, the ADB 
made changes to its corporate strategies to make KM an organizational priority, and 
restructured the organization to enable knowledge flows to enhance their strategic and 
structural competencies. The ADB setup communities of practice to bring people together, 
build trust, and facilitate knowledge sharing thereby building cultural competencies. The 
ADB has further enhanced its cultural competencies by introducing incentives to encourage 
staff to support knowledge sharing by making KM a major element of ADB‟s Human 
Resource Strategy through the Personal Development Plan. In addition, the ADB has 
developed resource competencies through information technology tools such as a skills 
database and a centralized document repository. 
 
In this section, we have provided a brief overview of the aims of the ADB‟s KM efforts and 
the current tools being used in the organization to manage their organizational knowledge. In 
the next section, we describe in greater detail the ADB‟s journey in KM which began in the 
late 1990s while paying particular attention to the strategic action (that has relevance to the 
organization‟s KM efforts) taken by the organization and the environmental pressures acting 
on the organization. It is important to note that action that has impact on the overall behavior 
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and performance of a firm is considered to be strategic. Examples of such action include 


























In this section, we present the findings from the analysis of the ADB, a geographically 
centralized organization‟s KM journey from the late 1990s to 2007 to answer the research 
questions: (1) how do organizations enhance their strategic, structural, cultural and resource 
competencies while implementing a KM program?, and (2) how does the environment 
influence the action taken to enhance the competencies while implementing a KM program? 
 
This thesis views the process of enhancing organizational competencies as being a process of 
institutionalization, in which the organization aims to enhance its competencies while 
ingraining KM into the fabric of organizational life. The ADB‟s journey has been classified 
according to the criteria suggested by Tolbert & Zucker‟s (1996) stages of 
institutionalization, as shown in the table below.  The organization‟s journey into the various 
stages is divided according to the dominant actions taken by the organization in each time 
period.  
Stage in Institutionalization Criteria to segregate stages (Tolbert & Zucker, 1996) 
Innovation Affected by environment that makes innovation attractive and 
feasible; mimic organizations 
Pre-Institutionalization New structural arrangements in response to a problem 
Semi-Institutionalization Movement towards permanent and widespread status; 
increasing adoption 
Full-Institutionalization Ensuring historical continuity; survival across generations 
Table 3: Criteria for Segregating Stages of Institutionalization 
 
The sources of the environmental pressures to implement the KM program in the ADB are 
identified using Scott‟s (2001) three pillars that make up an institution – the regulative pillar, 
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the normative pillar and the cultural-cognitive pillar. The emphasis of research on the 
institutional environment has been on identifying the sources of the environmental pressures 
(e.g. Scott, 2001), and research that categorizes environmental pressures is scarce. DiMaggio 
& Powell (1983) have made efforts to address this by identifying three, rather broad 
categories of environmental forces known as coercive, normative and mimetic forces which 
correspond to Scott‟s (2001) three pillars of institutions. Hence, in a bid to contribute towards 
research that goes deeper into categorizing the environmental forces, this study aims to 
develop a taxonomy of the environmental forces based on their role in the process of 
institutionalizing a KM program. In addition, researchers have paid undue attention to the 
external environment, and Zucker (1987) & Kraatz & Moore (2002) acknowledge that these 
forces can occur from within an organization as well. Hence, in this thesis, the institutional 
forces (relevant to the organization‟s KM program) from within the organization, and 
external to the organization were examined.  
 
Following Greenwood & Hinnings (1996), we conceptualise the institutional forces (based on 
the theoretical framework of strategic renewal) as comprising of “stress” (or persistence) 
forces that push the organization towards institutionalizing a new structure, idea or program. 
However, Greenwood & Hinnings (1996) highlight that the process of institutionalization 
consists also of forces of inertia. While research in old institutionalism overlooked the role of 
the institutional context in intra-organizational change, new institutionalism paid undue 
attention to the stress forces. Hence, there is a need to pursue Greenwood & Hinnings‟ (1996) 
suggestion to understand the role of both stress and inertial forces during the process of 
institutionalization simultaneously.  
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In each stage of institutionalization of the KM program of the ADB, the environmental 
forces, as well as the corresponding action taken by the ADB to enhance their organizational 
competencies were analyzed. First, a typology of the various environmental stress and inertial 
forces based on the role of the forces was developed. We are concerned with only those 
environmental forces that are relevant to the organization‟s KM program. By characterizing 
the forces, we are in a better position to understand the type of forces that result in a 
particular action and hence move towards answering our research question on how the 
environment influences the action taken in enhancing competencies when implementing a 
KM program. 
 
In answering our research questions, a gap was found in our understanding the role of the 
environment in the process of enhancing competencies – how do the environmental forces 
actually result in the particular action that the organization takes to enhance the 
competencies? To understand this, we draw on the concept of perceptual process (Anderson 
& Paine, 1975; Zalkind & Costello, 1962) that has been developed to understand 
organization-environment interaction. According to these researchers, an organization‟s 
response is strongly influenced by the perceptual process, or managers‟ perceptions of the 
environment. Through this process, organizations receive external (and internal) stimuli 
which they filter, organize and interpret. The perceptions created are a key factor in 
accounting for the decisions and resulting strategies of organizations (Anderson & Paine, 
1975). Organizations then act upon the perceptions that were formed by this process.  
 
Based on this, we introduce the concept of “Environmental Interpretation Mechanisms” or 
EIMs. These EIMs translate the environmental forces into action taken by an organization 
and describe how the organization comprehends the environmental forces. This research 
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supports the view that traditional institutional theory has been placing too much emphasis on 
organizational passivity (Perrow, 1985), and pushes research on organizational “pro-activity” 
further. Hence, for each stage of the institutionalization, we identify the environmental 
interpretation mechanisms and this enhances our understanding of how organizations 
interpret and understand environmental forces before taking action towards 
institutionalization. This enables us to understand how organizations make sense of the 
environment and it is these EIMs that determine the action taken by the organization. 
Therefore, by developing a taxonomy of EIMs, we are in a position to determine the 
relationship between the environment and action, thus linking the environment and action 
levels of analysis.   
 
Finally, we identify the action taken by the organization in response to its interpretation of the 
environmental pressures to enhance their strategic, structural, cultural and resource 
competencies. While action may have been taken to enhance other competencies, we discuss 
the action in these four categories that were considered important to the organization, as 
reflected by the interview data. For each competency, the action taken can be at the corporate, 
operational and KM program levels. We make special efforts to clarify which level the action 
was taken at. We differentiate between operational and KM program levels to draw special 
attention towards the action taken specifically as part of the KM program.   In performing our 
analysis in this manner, we complete the picture in understanding the influence of the 






Stage 1: Innovation – Enhancing Strategic & Resource Competencies  
Environmental Forces & Environmental Interpretation Mechanisms (EIMs) 
Throughout the 1990s, the ADB faced numerous challenges and took on new, complex policy 
initiatives, culminating in the adoption of the Poverty Reduction Strategy in 1999. This 
strategy addressed not only income poverty but improvement of quality of life and 
mechanisms for sound management of public affairs in the interests of the poor. The strategy 
made poverty reduction ADB‟s overarching goal and defined the strategic objectives for the 
organization that would guide all future strategies including the KM strategy. The key 
elements of the poverty reduction framework included pro-poor sustainable economic 
growth, social development and good governance. To achieve the objectives of this strategy, 
the ADB had to change and improve their current ways of operating. 
 
The influence of KM on development organizations began in the second-half of the 1990s 
with the initiatives of the World Bank and United Nations (Ferreira & Neto, 2005). This 
move by other development organizations set the groundwork for ADB‟s management‟s 
move towards becoming a knowledge-based development bank. In June 2000, the World 
Bank was named as one of the top ten Most Admired Knowledge Enterprises (MAKE) in the 
world. In particular, the World Bank‟s KM program had resulted in better lending cycle 
times, project quality and access to knowledge resources. Given the similarity in the 
businesses of the ADB and World Bank, the success of the World Bank‟s KM program 
sewed the seed of desire in ADB‟s management to emulate the World Bank to achieve the 
same results and become more isomorphic with their business environment. A consultant at 
the ADB explained when asked what pushed ADB to introduce its KM project: “I think 
it’s…the model of World Bank. They shifted from being just a loan agency to a knowledge 
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agency. ADB always looks up to the World Bank and when the World Bank does something, 
ADB considers "Why did they do that?".”  
 
In the late 1990s, the ADB felt the first traces of KM emerging in the organization. In 1997, 
the People‟s Republic of China (PRC) department began its pilot project of an intranet that 
was intended to centralize and share documents. By 2000, there were a number of intranet 
sites that had popped up in the ADB, each using its own platforms and standards. In 2000, the 
Office of Information Systems & Technology (OIST) introduced the Intranet Policy and 
Guidelines. 
 
The creation of individual department intranet sites can be attributed to the silos created by 
the structure of the organization. The way the ADB was organized at that time (see page 62) 
encouraged each department to conduct its own projects in its area and with the country/ 
countries they were assigned to. In addition, the organization rewarded departments that had 
the greatest number of projects. Without rewards for teamwork in place, this created a 
competitive spirit among ADB staff that has resulted in a subtle level of mistrust among ADB 
staff. Many of ADB‟s staff believed and some still continue to believe that the knowledge 
they posses is power and their individual competitive advantage. In addition, the competitive 
spirit among ADB staff perhaps overshadowed the realization by staff of the possible benefits 
that could be gained from sharing knowledge among departments. In addition to the external 
mimetic force of the World Bank‟s success in their KM program, the ADB‟s management 
faced an internal mimetic force towards introducing KM into the organization caused by one 
of its very own departments. The NGO (Non-Government Organization) Centre had 
developed the NGOLink in 2001, which was an intranet site that was intended to organize 
information in electronic form on the web and manage the growing complaints made by the 
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NGOs regarding the impact that ADB‟s projects were having on indigenous people and/or the 
ecology. The success of the NGOLink attracted the interest of other departments within the 
ADB who wanted similar intranet sites.  
 
Since 2000, with the rapid economic growth in the Asia Pacific region and advances in 
technology, ADB‟s DMCs have had greater access to knowledge resources and are becoming 
more knowledge-focused. They therefore demand greater value-added services that tap into 
ADB‟s development-related knowledge and expertise such as designing and implementing 
policies, establishing strong governance systems and lessons learnt on similar projects in 
other DMCs. To effectively access their knowledge resources and provide these services, the 
ADB‟s management realized that they needed to better manage their knowledge assets. With 
the ADB conducting approximately US$120 million worth of studies and analytical work, its 
management realized that they needed to make this knowledge easily available to their 
clients, prevent the duplication of studies, and appease their internal departments. An ADB 
economist explained: “Within our constituencies, our DMCs are very knowledgeable and 
sometimes more knowledgeable on certain things than we are. So we realize very much that 
KM and fostering KM is very important.”   
 
In addition, with other development organizations like the World Bank providing these 
services, there was an added push for the ADB by the DMCs to provide similar services. 
Internally, the ADB faced an increasing demand from their RMs who, because of their 
remote locations away from the headquarters, had limited access to the knowledge assets of 
the ADB. An economist pointed out: “A complaint from time to time from the RMs is that 
“you know, we’re not in the loop. We don’t know what is happening there at headquarters.”” 
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These pressures led in 2001 to the creation of the Long-Term Strategic Framework (LTSF) 
2001-2015, which charts the ADB‟s agenda until 2015 and the Medium Term Strategy 
(MTS) for 2001-2005. Through the LTSF and MTS, ADB aimed to become a learning 
institution and a primary source of development knowledge in Asia and the Pacific. The 
LTSF document says: “ADB must become a knowledge-based learning institution, drawing 
upon resources, skills and expertise both inside and outside the organization. It must develop 
the capacity to learn quickly from its own experiences and those of other development 
partners, and to disseminate such experiences in the form of best practices among developing 
member countries, ADB staff and the development partners.” Between 2001 and 2003, a 
number of working groups, whose members were nominated by the operations departments 
of the bank, were assigned to decide how the ADB needed to be changed and KM was one of 
their priorities.  
 
From the above description, the ADB faced numerous stress forces from the regulative, 
normative and cultural-cognitive pillars in Stage 1arising from their customers, competitors, 
employees, and organization‟s strategies. These forces resulted in the organization utilizing 
various interpretation mechanisms to make sense of the forces. We characterize the 
environmental forces and the typology of the environmental forces, as well as the 
corresponding environmental interpretation mechanisms (with their definitions) is shown in 
Table 4. Having understood the various environmental forces and interpretation mechanisms, 
we move to understand the action taken in response to the ADB‟s interpretation of the 

















Mechanism  (EIM) 
Used 
Evidence from Case 




to conform to its 
demands 
Appeasement: Placate 
(someone) by agreeing 
to their demands  
 
 Since 2000, ADB‟s DMCs have had greater access to 
knowledge resources and have become more knowledge-
focused. They therefore demand greater value-added 
services from the ADB‟s development-related knowledge 
and expertise. An Economist explained: “Some of our 
DMCs have become more knowledge focus. 30 years ago, 
we could pretty much dictate because they didn't have a lot 
of capacity. Those times are over. Take India, take 
Pakistan, within our constituencies. Our DMC are very 
knowledgeable and sometimes more knowledgeable on 
certain things than we are. So we realized very much that 
KM and fostering KM is very important.” 
Normative Stress Organization’s 
Strategies 
Renewal: A 
pressure to make 
changes to move 
ahead 
Adaptation: The action 
or process of becoming 
adjusted to new 
conditions 
 In 1999, the ADB introduced the Poverty Reduction 
Strategy that made poverty reduction ADB‟s overarching 
goal. The key elements of the poverty reduction 
framework included pro-poor sustainable economic 
growth, social development and good governance. To 
achieve the objectives of this strategy, the ADB had to 
improve their current ways of operating and improve the 




Inclusion: A desire 
to want to be 
involved 
Appeasement: Placate 
(someone) by agreeing 
to their demands 
 ADB staff located in the RMs felt isolated from their 
counterparts who had access to knowledge resources being 
located at the headquarters in Manila. An economist 
pointed out: “A complaint from time to time from the RMs 
is that “you know, we’re not in the loop. We don’t know 







from an earnest 
request 
Appeasement: Placate 
(someone) by agreeing 
to their demands 
 The NGO (Non-Government Organization) Centre 
had developed the NGOLink in 2001, which was an 
intranet site that was intended to organize information in 
electronic form. The success of the NGOLink attracted the 
interest of other departments within the ADB who wanted 
similar intranet sites to organize and manage their 
documents, information and knowledge.  
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 Competitors Exemplifying: 
Pressure arising 
from the success of 
a competitor 
Emulation: The desire 
to equal or excel others, 
typically by imitation 
 In June 2000, the World Bank was named as one of 
the top ten Most Admired Knowledge Enterprises 
(MAKE) in the world. The World Bank‟s KM program 
had resulted in better lending cycle times, project quality 
and access to knowledge resources.. Given the similarity 
in the objectives of these organizations, the success of the 
World Bank‟s KM program created a desire in the ADB to 
also pursue its own KM program to reap similar benefits.  
 
A consultant explained: “The model of World Bank - they 
shifted from being just a loan agency to a knowledge 
agency. ADB always looks up to the World Bank and when 
World Bank does something ADB considers "Why did they 
do that?"” 
Table 4: ADB’s Environmental Forces & Interpretation Mechanisms for Stage 1 
Action to Enhance Competencies 
In the innovation stage, organizations experience various forces that make the adoption of an 
innovative idea feasible and attractive (Tolbert & Zucker, 1996). The ADB‟s leadership took 
action in response to the appeasement, adaptation and emulation mechanisms by (1) making 
KM a primary organizational objective in the long-term and medium-term corporate strategy 
to enhance their strategic competencies, (2) identifying the organization‟s technical needs for 
KM and move towards creating standardized KM systems (KMS), and (3) dedicating human 
resources towards creating a KM strategy for the organization, both to enhance their resource 
competencies. By doing so, the ADB aimed to emulate the success of the World Bank, 
appease their international customers and gratify the DMCs by meeting their needs, and 
hence enhance its strategic and resource competencies to ensure the KM program was 
successful.  Here, when we refer to the corporate strategy, we are referring to the 
organization‟s vision as well as its current and future objectives for the entire organization.  
 
Enhance strategic competencies (corporate level) by making KM a primary organizational 
objective in the long-term and medium-term corporate strategy.  As noted by many scholars 
and practitioners, an important aspect of any organization is its corporate vision (D‟Aveni, 
1995; Leonard, 1995). A vision that permeates the organization can provide people with a 
needed sense of purpose that transcends everyday activities (Leonard, 1995). In the ADB, the 
organization responded to the external and internal pressures by making numerous changes to 
their business strategies. While the Poverty Reduction Strategy, which guided all of ADB‟s 
activities, does not directly address the issue of KM, it sets the agenda for all of the ADB‟s 
operational strategies. By making poverty reduction a key organizational objective, the ADB 
realized that they needed to improve the management of their knowledge assets in order to 
better serve their customers and hence reduce poverty. The poverty reduction agenda was put 
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into action by the introduction of the Long-Term Strategic Framework (LTSF) 2001-2015, 
which charts the ADB‟s agenda until 2015 and the Medium Term Strategy (MTS) for 2001-
2005.  
 
Through the LTSF and MTS, ADB aimed to become a learning institution and a primary 
source of development knowledge in Asia and the Pacific. The LTSF document says: “ADB 
must become a knowledge-based learning institution, drawing upon resources, skills and 
expertise both inside and outside the organization. It must develop the capacity to learn 
quickly from its own experiences and those of other development partners, and to disseminate 
such experiences in the form of best practices among developing member countries, ADB 
staff and the development partners.”  
 
Enhance resource competencies (KM program level) by identifying the organization’s 
technical needs for KM & moving towards creating standardized KM systems (KMS).  In the 
late 1990s, the ADB felt the first traces of KM emerging in the organization. In 1997, the 
People‟s Republic of China (PRC) department began its pilot project of an intranet that was 
intended to centralize and share documents. By 2000, there were a number of intranet sites 
that had popped up in the ADB, each using its own platforms and standards. In 2000, the 
Office of Information Systems & Technology (OIST) introduced the Intranet Policy and 
Guidelines. According to Holsapple & Joshi (2001), intranets through their browsers, search 
capabilities and information-sharing abilities “facilitate communication and interaction” (p. 
38).  
 
The ADB responded to the internal need for intranet sites by developing the Intranet Policy 
and Guidelines. These guidelines helped standardize the various intranet sites and therefore 
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enabled the better management of the organization‟s technical resources that were being used 
to create and maintain these sites. These efforts would help the organization work towards 
building an organization-wide KMS.  
 
Enhance resource competencies (KM program level) by dedicating human resources towards 
creating a KM strategy for the organization. Between 2001 and 2003, a number of working 
groups, whose members were nominated by the operations departments of the bank, were 
assigned to decide how the ADB needed to change to meet the changing internal and external 
landscape. One of their key priorities was to design a KM strategy that would guide the 
organization‟s efforts to manage their knowledge. Holsapple & Joshi (2000) acknowledge 
that human resources are a key factor that determines the success of KM programs.  
 
Stage 2: Pre-Institutionalization – Enhancing Structural & Resource Competencies  
Environmental Forces & Environmental Interpretation Mechanisms (EIMs) 
The ADB was organized, at that time, in a traditional hierarchy that consisted of 2 regions 
(east and west), each with their own set of programs departments (consisting of divisions for 
the different countries in their region); agriculture & social sectors department; infrastructure, 
energy & financial sectors department. This way of organizing its employees resulted in the 
various departments providing support to the countries only within their own regions and 
hence there was significant duplication of projects. In 2002, the OIST created the KMApps, 
which was intended to be a suite of online tools with the aim of facilitating knowledge 
sharing and collaboration. Unfortunately, the former structure had resulted in silos which 
prevented the KMApps tool from becoming a success since many of the departments 
continued to rely on their own department intranets, and preferred to use informal tools like 
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Lotus Notes Teamrooms, Yahoo Messenger and Yahoo Groups to share knowledge when 
they needed to.  
 
With the constant scrutiny from the donor countries, ADB‟s management was and continues 
to be extremely stringent in their distribution of financial resources among its numerous 
initiatives resulting in money being spread too sparsely across initiatives like the committees 
and networks which require adequate funding to enable them to work. In addition, with the 
organization being under-staffed, many of ADB staff conduct an average of three projects a 
year that require a substantial amount of travel thus leaving them with little or no time for 
KM-related initiatives. Without adequate incentives in place, ADB staff do not feel motivated 
to participate actively in these committees and networks, as well as any other KM-related 
activities. A specialist supported this view: “The incentive structure does not help. If you 
want to get promoted, you have to bring one or two projects to the board and then you get 
promoted. As an individual, you are interested to push it [project] as fast as possible to the 
board and with least resistance which has an impact on KM aspect. You get a lot of 
knowledge doing the project but what is your incentive is to bring it to the board - not to 
share with your colleagues because you do not benefit from it. On the contrary, your 
colleague who is competing with you for a certain position will profit from it. So, the 
incentive structure is not to share knowledge.” 
 
In Stage 2, as we have seen, the ADB faced only inertial forces in the regulative pillar, arising 
from the organization‟s structure as well as its resources. These inertial forces resulted in the 
organization utilizing various interpretation mechanisms to make sense of the forces. We 
characterize the environmental forces and the typology of the environmental forces, as well 

















Evidence from Case 
Regulative Inertial Organization’s 
Structure 
Structural Insular 
Forces: Caused by 
silos of groups or 
individuals created 




work jointly on an 
activity or project 
 The way the ADB was organized in terms of its formal structure 
prevented its departments from engaging in cross-departmental working. 
E.g. The limited success of KMApps can be accrued to individual 
department sticking to their own department intranets and informal 
tools.  A Specialist offered his opinion:  “We tend to work in silos 
here….people are very departmentalized. There is not a lot of close 
collaboration. I think its just the culture of the organization. I think its 
grown up very hierarchical.” 
 With the organization giving recognition to departments with the 
most number of projects, a competitive spirit was created between 
internal departments. The organization‟s structure in addition to its 
power-hoarding culture created structural silos within the organization. 
These silos worked almost independently of one another in spite of the 
extreme similarity of the work they conducted in their DMCs.  
Organizational structural elements are intended to rationalize functions 
or units within an organization but these structural elements “have had 
the unintended consequence of inhibiting collaboration and sharing of 
knowledge across internal organizational boundaries” (Gold et al., 
2001). 
 Resources Constraining: 
Created by a 
limitation in a 
resource 
Resource: The ability 
to source a supply in 
order to function 
effectively 
 With limited financial resources due to the scrutiny from donor 
countries, the ADB was restricted in its allocation of funds towards KM 
activities such as the committees and networks. 
 Given the substantial travel requirements of ADB staff and time 
pressure of projects, ADB staff have little resources left to allocate 
towards KM-related activities. An Economist offered his view of the 
resistance to KM: “At the end, it’s going to boil down to money and KM 
is hugely resource intensive….its consultancy time, it’s our staff time, I 
mean its very resource intensive. It’s much easier to push a loan 
through the board - that guarantees you of income and that’s what we 
need in a way. We are a development bank and we need to survive too.” 
Table 5: ADB’s Environmental Forces & Interpretation Mechanisms for Stage 2
shown in Table 5. Having understood the various environmental forces and interpretation 
mechanisms in Stage 2, we move to understand the action taken in response to the ADB‟s 
interpretation of the environmental pressures. 
 
Action to Enhance Competencies 
The ADB responded to these inertial forces by using the collaboration mechanism to 
restructure the organization to encourage knowledge flows across the structure hence 
enhancing the organization‟s structural competencies. As suggested by Tolbert & Zucker 
(1996), in the pre-institutionalization stage, the organization undergoes structural changes. In 
addition, the ADB‟s management used the resource mechanism to respond to the 
environment by providing the organization with technical tools that would help them share 
knowledge, and created positions and departments to support KM. By dedicating technical 
and human resources towards KM, the ADB‟s management enhanced its resource 
competencies in order to better manage its knowledge assets. 
 
Enhance structural competencies (corporate level) by creating a matrix structure that 
promotes knowledge flows within and between departments. In 2002, the ADB underwent a 
reorganization in which 5 Regional Departments (RDs) were setup which are responsible for 
implementing the strategic agenda of the ADB in the DMCs.  The five RDs are South Asia, 
Mekong, East & Central Asia, Southeast Asia and Pacific. Within each RD, there are four 
sector divisions – infrastructure; agriculture, environment and natural resources; social 




The objective of this reorganization was to address the structural silos and create a matrix 
organization with a more country focus that would develop the ADB into a learning 
organization, as well as transform the ADB into a resource and knowledge centre. The top 
management of the ADB realized that with the change in the structure, there was a possibility 
that knowledge losses may be further enhanced and hence they created the Regional and 
Sustainable Development Department (RSDD) to act as the knowledge bank of the ADB. 
One of the key infrastructure capabilities that Gold et al. (2001) discuss as being essential to 
the success of a KM program is the organizational structure and breaking down hierarchies in 
the organization enables knowledge transfer (Nonaka, 1994).  
 
Enhance resource competencies (KM program level) by creating positions and departments 
to manage KM activities & improve the awareness of KM within the organization. In 2002, a 
KM committee was established to oversee and provide strategic guidelines for knowledge 
activities. The reorganization also saw the formation of committees and networks that were 
created by the bank to support the flow of knowledge within the organization. The 19 
committees were more formal groups of ADB staff from various regional departments based 
on the different sectors and themes within the bank, and these committees were governed by 
RSDD. The networks were informal groups of ADB staff who shared common interests. The 
committees and networks addressed a need among ADB‟s professional staff for means to 
share knowledge across the bank. While the committees were great tools to foster a 
knowledge sharing culture, their success was limited due to a lack of resources being 




In 2003, a new vice-presidency for KM was created to raise the profile of ADB‟s knowledge 
activities as well as improve management oversight. At the same time, the ADB set up the 
KM Centre to act as the secretariat for KM and selected KM officers from the various 
departments across ADB to act as focal points for KM. By allocating human resources, 
especially at the post of Vice-President, it sent the message to the entire organization that the 
leadership believed that KM was a priority for the organization. One of the key roles of the 
KM Centre and the Vice-President of KM was to manage the change that would come with 
the KM project. According to many authors, up to 70% of change initiatives fail, and one of 
the reasons for this is the failure to manage change (e.g. Higgs & Rowland, 2000; Hammer & 
Champny, 1993; Kotter, 1990). Beer, Eisenstat & Spector, 1990 have created six steps to 
effective change management, and the first three steps involve organizing the organization to 
manage change, and to garner and spread support for the change initiative.  
 
Enhance resource competencies (KM program level) by introducing customized and 
standardized organization-wide technology to support knowledge flows across the structure. 
In 2002, the OIST created the KMApps, which was intended to be a suite of online tools with 
the aim of facilitating knowledge sharing and collaboration. Unfortunately, the former 
structure had deeply engrained in the ADB the culture of working in silos. This prevented the 
KMApps tool from becoming a success since many of the departments continued to rely on 
their own department intranets, and preferred to use informal tools like Lotus Notes 
Teamrooms, Yahoo Messenger and Yahoo Groups to share knowledge when they needed to. 
Gold et al. (2001) highlight that the organizational structure is “important in leveraging 
technological architecture”.  
 
 71 
Stage 3: Semi-Institutionalization – Enhancing Strategic, Cultural and Resource 
Competencies  
Environmental Forces & Environmental Interpretation Mechanisms (EIMs) 
The demand on the ADB to become a knowledge-based organization was amplified by the 
pressure that donor countries were exerting on the organization to be more accountable for 
the funds that they were receiving, as well as to improve the efficiency of its business 
processes. This coercive stress resulted in the creation of the Reform Agenda in 2004. This 
strategy aims to steer the organization towards achieving better development results by 
improving its effectiveness. One of the five key changes proposed in the Reform Agenda is 
solely devoted to Knowledge Management (KM) and has the aim of enhancing knowledge 
sharing among clients to become a better learning organization.  
 
In 2005, the ADB hired an external consultant, Teleos to conduct the Most Admired 
Knowledge Enterprise (MAKE) survey on the organization. In the results for 2005, the ADB 
ranked significantly lower than the World Bank and the disappointing results prompted 
ADB‟s management to begin questioning what they need to do to manage knowledge, which 
thus acted as a normative driver for KM.  
 
The culture of the ADB has been a deeply ingrained one that has seen little change over time. 
The overarching culture of ADB has been described by ADB staff as being departmentalized, 
resistance to change, and conservative in the way things are done. A professional staff 
commented: “There is a lot of risk aversion in this organization…there is a lot of fear. 
People don't want to mess up.”  These characteristics have made it more difficult for ADB 
staff to change their current way of doing things. In addition, there is a common belief among 
staff that the knowledge they posses is power and that it gives them a competitive advantage 
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over their peers. A member of one of ADB‟s resident missions explained: “There is no 
culture of sharing of information. Too many people still see it as being power. It is power-
based and they keep it to themselves. There is no free flow of information.” This has led to 
the creation of a subtle level of mistrust among ADB staff and a lack of openness. Finally, 
being a organization that is a cultural melting pot of about 50 nationalities creates cultural 
boundaries among staff. Without a clear integrated strategy in place that communicates the 
organization‟s values to ADB staff, ADB staff hold on to the values of their home country 
that they are comfortable with and understand. This creates silos among the various cultural 
groups, and hinders staff from sharing knowledge to their full potential. 
 
In Stage 3, the ADB faced both stress & forces from all three pillars, and arising from the 
incentive structure, funding bodies, accreditation bodies and the organization‟s culture. These 
forces resulted in the organization utilizing various interpretation mechanisms to make sense 
of the forces. We characterize the environmental forces and the typology of the 
environmental forces, as well as the corresponding environmental interpretation mechanisms 
(with their definitions) is shown in Table 4. Having understood the various environmental 
forces and interpretation mechanisms in Stage 3, we move to understand the action taken in 















Evidence from Case 
Regulative Stress Funding Body   Compelling: A pressure 
from another institutional 





agreeing to their 
demands 
 The ADB is heavily dependent on its donor countries 
(funding bodies) for the funding it receives, and hence these 
donor countries have a significant amount of power over the 
objectives of the ADB and the way it is run. The demands from 
the donor countries on the ADB to improve the efficiency of 
the business and be more accountable for the funds they were 
receiving meant that the ADB had to change its current way of 
operating. A Specialist explained: “The donors are starting to 
say - show us the money. While our result is poverty alleviation 
and in a private sector corporation, it’s the bottom-line, I think 
we're starting to come under more and more scrutiny by the 
donors - What are we getting out of this?” 
 Inertial Incentive 
Structure 
Discouraging: Prevents 
active and complete 





 Lack of adequate and visible incentives in the ADB: 
Without incentives, ADB employees find it extremely difficult 
to manage their finances, time and energy between heavy work 
loads with the numerous new initiatives in the organization, 
including KM. Given this, there appears to be a “new initiative 
fatigue” among ADB staff that hinders their active 
participation in these activities, including KM activities. 
Hence, new initiatives like KM receive limited support from 
ADB staff.   
A Specialist explained: “You function for incentives. If there is 
no incentive for people to become a knowledge worker or to 
generate knowledge, or contribute to KM initiative, you 
consider it additional work and not integral part of your 
work.” 
Normative Stress Accreditation 
Body  
Growth: A need for 
continuous improvement 
Improvement: 
An instance of 
making or 
becoming better 
 In 2005, the ADB hired an external consultant, Teleos to 
conduct the Most Admired Knowledge Enterprise (MAKE) 
survey. In the results for 2005, the ADB ranked significantly 
lower than the World Bank and the disappointing results 
prompted ADB‟s management to begin questioning what they 
need to do to manage knowledge, which thus acted as a 






Cultural Insular: Caused 
by silos of groups or 
individuals created by the 
organizational culture 
Collaboration: 
To work jointly 
on an activity or 
project 
 The ADB‟s culture has been described by ADB staff as 
being resistive to change, departmentalized and conservative. 
 The ADB rewards departments that conduct a larger 
number of projects in a year and this puts pressure of each 
department further instigating silos and a competitive spirit 
within the organization. With departments clamoring for more 
projects in order to receive organizational rewards, mistrust, 
competitiveness and an attitude that “knowledge is power” 
were prevalent.  
 
Such an organizational culture provided resistance to initiatives 
like KM which required inter-departmental collaboration and 
knowledge sharing. 
Table 6: ADB’s Environmental Forces & Interpretation Mechanisms for Stage 3 
Action to Enhance Competencies 
As suggested by Tolbert & Zucker (1996), in the semi-institutionalization stage, the 
organization moves towards achieving a more permanent and widespread status of the 
change. The ADB, in Stage 3, having renewed the corporate strategy and structure of the 
organization to support KM, focused its efforts on renewing the operational strategies as well 
as the organizational culture to enhance its competencies from these sources. This was a 
result of the organization‟s interpretation of the inertial forces (cultural and structural silos, 
and a lack of incentives) that were present in the organization, as well as the compelling and 
growth pressures from the regulative and normative pillars of the organization. The 
operational strategies of an organization refer to the strategies in the organization that support 
the implementation of the corporate strategy. Examples include the HR, technology, 
marketing, and communication strategies. Since we are concerned with the implementation of 
a KM program, we differentiate between the KM strategy and other operational strategies that 
act to support KM and the corporate strategy in order to highlight special efforts made to 
enhance strategic competencies through the use of KM strategies.  
 
Enhance strategic competencies (KM program level) by creating a KM strategy to guide the 
organization. One of the means of driving the success of KM is to have a clear and well-
planned strategy (Liebowitz, 1999). This provides the “foundation for how an organization 
can deploy its capabilities and resources to achieve its KM goals” (Akhavan et al., 2006). The 
result of the working groups that were established in 2001 was the introduction of the ADB‟s 
KM Framework in 2004 which provided the organization with action plans to become a 
knowledge-based organization. The ADB implemented the KM framework to improve the 
overall processes and mechanisms for capturing and storing information and knowledge, 
which would lead to operational efficiencies in finding relevant information and knowledge 
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when needed, and preventing the “reinvention of the wheel”. The ADB‟s KM Framework, 
which was implemented in 2004, consisted of five action plans or programs: (1) Improving 
ADB‟s organizational culture, (2) Improving the research agenda, (3) Updating the business 
processes and IT solutions for KM, (4) Improving the functioning of „Communities of 
Practice‟ and (5) Expanding knowledge sharing with external stakeholders and other parties.  
 
Enhance strategic competencies (operational level) by aligning the relevant operational 
strategies, particularly the HR strategy and IT strategy, to the KM Strategy. To incorporate 
KM efforts successfully, it is necessary for organizations to review their business processes, 
and align all their knowledge strategies with organizational strategies (Akhavan et al., 2006). 
In an attempt to this, the ADB made changes to its operational strategies, particularly its IT 
and HR strategy. The working groups that were setup in 2001 developed the Information 
Systems & Technology Strategy (ISTS-II) which was implemented in the second half of 
2004. This strategy was aimed at improving the operational effectiveness, internal efficiency 
and services that the ADB provides to its DMCs and other external stakeholders. Through 
collaborative tools that would generate, develop and disseminate knowledge, the ISTS-II 
aimed to improve the way ADB shares and uses its knowledge. 
 
In addition, the ADB implemented a new approach to managing their staff through the 
Human Resource (HR) Strategy. This strategy ensured a high quality of human resources for 
the ADB with a HR system that is transparent and based on merit. As part of this, the ADB 
implemented a new performance management system that provided a means to meaningfully 
assess the work that ADB‟s staff have done and link it to results. The HR department has 
implemented KM objectives in the work programs, revised personal development plans to 
include components of KM and provided guidelines on training and development to ensure 
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that staff are clear on what is expected of them in terms of KM. By amending the HR strategy 
to include assessing ADB staff‟s performance based on their contribution to KM, the ADB 
hoped that it would act as an incentive for participation in KM initiatives and build a culture 
of motivation. This culture of motivation together with a sense of belonging, empowerment, 
trust and respect are needed before people really start developing, sharing and using 
knowledge (Akhavan et al., 2006). 
 
Alignment is an extremely important issue since the failure to achieve it is believed to be a 
reason for many organizations being unable to realize value from investments made in IT 
(Henderson & Venkatraman, 1993). In addition, aligning an organization‟s IS function with 
the business has been shown in IS literature to result in improved organizational effectiveness 
(Chan, 2002).  
 
Enhance strategic competencies (corporate level) by ensuring that KM stays a top priority in 
the organization’s corporate strategy. In Stage 3, the ADB revitalized its corporate strategy 
with the introduction of the Reform Agenda.  The Reform Agenda aimed to reorient the 
organization towards better development results, to improve its operations and to adapt to the 
rapid changes in the development field and the economies in the Asia-Pacific region. One of 
the main initiatives of the Reform Agenda was related to Knowledge Management (KM) and 
had the aim of enhancing knowledge sharing among clients to become a better learning 
organization. By ensuring that KM remains a top priority, the organization is then able to 
move towards fully institutionalizing its KM program.  
 
Enhance cultural competencies (KM program level) by creating well-resourced avenues for 
knowledge sharing. An organizational culture that is conducive to sharing can lead to more 
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effective KM (Ruppel & Harrington, 2001), while Davenport et al. (1998) state that a 
“knowledge-friendly” culture is one of the most important factors for a project‟s success. The 
ADB recognizes in the KM framework that a knowledge-supportive culture is the key to 
managing knowledge, with improving organization culture being the first action plan in the 
KM framework. Akhavan et al. (2006) emphasize that knowledge sharing requires a strong 
culture, trust and transparency across the organization. To build such a culture, the ADB 
adopted a “people-centered” approach.  
 
In mid-2005, the committees that were setup in 2002 were dissolved, while the networks 
remained the same, and in its place 10 communities of practice (CoP) were established. 
Communities of practice (CoPs) are defined as “people bound by informal relationships who 
share common practices” (Pan & Leidner, 2003, p. 72). These CoPs include pract9ice- and 
person-based networks whose members help each other solve problems (Pan & Leidner, 
2003). These CoP were created with the aim of bringing together ADB staff with similar 
sector/ theme talent to overcome the problem of structural silos and encourage cross-
departmental knowledge sharing. Through the communities of practice (CoP), the ADB 
hoped that professional staff from various sectors and RDs would come together to share 
their experience and knowledge. With the failure of the prior communities and networks, the 
CoPs were formed based on sectors and themes in the bank to support the matrix structure of 
the ADB and facilitate cross departmental knowledge exchange. The members of these CoPs 
were chosen based on their sector/ theme talent to ensure that the CoPs brought together the 
“best” in the ADB to enable the CoPs to act as “think-tanks” and raise the profile of the 
members in these CoP.  Through this cross-department sharing of knowledge, the ADB 
hoped that it would build trust, respect and remove the power hoarding and silos. To ensure 
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that the entire organization was aware of the existence of these CoP and could see the 
benefits that its members were receiving, the KM Centre introduced CoP newsletters.  
 
 
Enhance resource competencies (KM program level) by dedicating human resources towards 
managing change & communicating the KM strategy to make it widely accepted and 
understood. To achieve the needed integration of the strategy into business processes, the 
creation of a vision itself is insufficient: the vision must be effectively communicated 
throughout the entire organization (O‟Dell & Grayson, 1998; Nonaka & Takeuchi, 1995). 
The ADB hired a change management specialist as well as an internal communication officer 
to better manage the changes taking place in the organization and communicate effectively to 
the entire organization respectively. The KM Centre began circulation of an organization-
wide newsletter (KMatters) in addition to the CoP newsletters. In order to expand ADB‟s 
knowledge sharing with its external stakeholders, the organization implemented the Public 
Communications Policy (PCP) in June 2005. The PCP provides a framework to enable ADB 
to communicate more effectively and it replaces two policies that were adopted in 1994: the 
Information Policy and Strategy and the Policy on Confidentiality and Disclosure of 
Information. Through the PCP, the ADB aimed to enable greater access to information and 
knowledge for the people to whom ADB‟s business impacts, especially its DMCs.  
 
Stage 4: Full-Institutionalization – Enhancing Strategic, Cultural & Resource  
Environmental Forces & Environmental Interpretation Mechanisms (EIMs) 
One of the most fundamental barriers to the wide-spread participation in KM is the lack 
clarity in the interrelatedness of the various strategic changes that have taken place in the 
ADB since 1999. This wave of changes in strategies that include the Poverty Reduction 
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Strategy, LTSF, MTS, Reform Agenda, Human Resources Strategy, ISTS-II and the KM 
Framework has led to contradictions among the policies during implementation. While there 
appears to be links between the strategies on paper, some of the ADB staff believe that the 
existing strategies in the organization are “simply mentioned” in a new strategy to give the 
impression that they have been given due consideration. However, the results of the lack of 
complete integration of the strategies emerge when the strategies are implemented. For 
example, there have been recent budget cuts for the library and a cap on the number of ADB 
staff that can be deemed exceptional. Such initiatives contradict the principles of KM and 
send the institutional message that knowledge and knowledge sharing is not really important 
for ADB‟s sustainability.  
 
In addition, with the numerous new initiatives in place, and with the limited time and 
financial resources that ADB staff face, there appears to be a “new initiative fatigue” among 
ADB staff that hinders their active participation in these activities, including KM activities. A 
professional staff explained: “Maybe because there is a bit of a new initiative fatigue at ADB. 
We have had the reform agenda that was put in place last year [2004] and so a number of 
new initiatives have been started as part of this, and you know we have the results agenda 
and a number of other things. So I think we are in a zero budget growth environment and I 
think many people feel that they have the same resources or less to implement all these new 
projects and get higher results and so its part of this new initiative fatigue.” 
 
Since 2005, the ADB has been experiencing a changing Asia-Pacific region in which the 
DMCs are placing increased pressures on the ADB for further changes to their KM program. 
The environment for knowledge has changed dramatically and some of these changes include 
a crowded market place for producers of knowledge, wider choices for seekers of knowledge, 
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decreasing knowledge gap between the DMCs and ADB, and new networking technology. In 
addition, the lack of finance for many DMCs is no longer the constraint to development; 
knowledge is seen as critical for international competitiveness and long-term growth. These 
changes have meant that the needs and demands from the DMCs are changing. Feedback 
obtained from the DMCs indicated that they are not seeing the depth, breadth and 
responsiveness to their knowledge needs from the ADB.  
 
These problems were highlighted in the Eminent Persons Group (EPG) report presented to 
the ADB in March 2007. In this report, knowledge management has been highlighted as one 
of the six core activities that the ADB has to focus its efforts on in order to remain relevant to 
the region. In its advice to the ADB on KM, the report suggests that being the only pan-Asian 
multilateral institution in the region, it needs to become the “premier platform for sharing 
knowledge and exchanging lessons on the key economic, social development and financial 
issues”.  
 
In Stage 4 the ADB again faced both stress and inertial forces in the regulative and normative 
pillars of the organization. They arose from the ADB‟s customers, and the organization‟s 
strategy. These stress and inertial forces resulted in the organization utilizing various 
interpretation mechanisms to make sense of the forces. We characterize the environmental 
forces and the typology of the environmental forces, as well as the corresponding 
environmental interpretation mechanisms (with their definitions) is shown in Table 7. 
 
In addition, the inertial forces caused by the lack of incentives and organizational culture 
observed in Stage 3 continued to exert its pressure on the organization by generating 
discouraging and cultural insular forces. The organization responded to using the 
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“recognition” and “collaboration” mechanisms respectively. Having understood the various 
environmental forces and interpretation mechanisms in Stage 4, we move to understand the 
action taken in response to the ADB‟s interpretation of the environmental pressures.  
 
Action to Enhance Competencies 
In Stage 4, the organization undergoes a process of sedimentation (Tolbert & Zucker, 1996) 
in an effort to achieve full-institutionalization. Here, the organization irons out the problems 
that it had been experiencing in the process of institutionalization and takes steps towards 
ensuring the historical continuity. To ensure historical continuity of its KM program, the 
ADB has made the following three objectives its priority for the future: (1) Renewing the KM 
strategy, (2) Making incentives and accountability count, and (3) Being committed to 
resourcing, thus enhancing its strategic, cultural and resource competencies. By taking these 
steps, the ADB made enhanced its strategic, resource and cultural competencies. 
 
Enhance strategic competencies (KM program level) by renewing the KM Strategy to meet 
the changing needs of the organization. In the Eminent Persons Group (EPG) report 
presented to the ADB in March 2007, knowledge management has been highlighted as one of 
the six core activities that the ADB has to focus on. The report suggests the ADB needs to 
become the “premier platform for sharing knowledge and exchanging lessons on the key 
economic, social development and financial issues” in the region. In response to the EPG 
report, the KM Centre released a discussion paper on the future of KM in the ADB in August 
2007. In the paper, the KM team suggested that the aim of KM in the ADB should be: 















Mechanism (EIM) Used 
Evidence from Case 




to conform to its 
demands 
Appeasement: Placate 
(someone) by agreeing to 
their demands 
 Since 2005, the organization has been experiencing a changing 
Asia-Pacific region in which the requirements of the DMCs have 
shifted from being financial to knowledge. The lack of finance for 
many DMCs was no longer the constraint to development and 
knowledge was seen as critical for international competitiveness 
and long-term growth. In addition, the DMCs have wider options 
and access to knowledge resources.  
 Inertial Resources Constraining: 
Created by a 
limitation in a 
resource 
Resource: The ability to 
source a supply in order 
to function effectively 
 With the limited time and financial resources that ADB staff 
face, there appears to be a “new initiative fatigue” among ADB staff 
that hinders their active participation in these activities, including 
KM activities. A professional staff explained: “Maybe because 
there is a bit of a new initiative fatigue at ADB. We have had the 
reform agenda that was put in place last year [2004] and so a 
number of new initiatives have been started as part of this, and you 
know we have the results agenda and a number of other things. So I 
think we are in a zero budget growth environment and I think many 
people feel that they have the same resources or less to implement 
all these new projects and get higher results and so its part of this 
new initiative fatigue.” 
Normative Inertial  Organization’s 
Strategy 
Tensional: 
Caused by a lack 
of clarity in the 
implementation 
of initiatives or 
strategies 
Concentration: Focus all 
one‟s attention or mental 
effort on an object or 
activity. 
 Lack of clarity in the interrelatedness of the various strategies: 
The wave of changes in strategies has led to contradictions among 
them during implementation. Some ADB staff believe that the 
existing strategies in the organization are “simply mentioned” in a 
new strategy to give the impression that they have been given due 
consideration. However, the results of the lack of complete 
integration of the strategies emerge when the strategies are 
implemented.  
E.g. There have been recent budget cuts for the library and a cap on 
the number of ADB staff that can be deemed exceptional. Such 
initiatives contradict the principles of KM and send the institutional 
message that knowledge and knowledge sharing is not really 
important for ADB‟s sustainability. 
Table 7: ADB’s Environmental Forces & Interpretation Mechanisms for Stage 4
achievements have been made in KM, structures and technologies can be created but they do 
not reap the benefits until they are effectively used. In addressing the needs of the DMCs, the 
paper suggests that the knowledge provided to DMCs should be relevant and useful; usable 
and operational; demand-driven; accessible and comprehensible; adaptable; timely and up-to-
date; and neutral. Most importantly, what underlies all these is the quality of knowledge. The 
ADB‟s KM centre has suggested that the organization needs to shift their priorities with 
regards to KM: from an internal to external focus; from supplying knowledge to being more 
demand driven; from building technological platforms to using them effectively; and from 
quantity to quality. These changes are significant and reflect the move towards full-
institutionalization of ADB‟s KM program.  
 
The ADB‟s KM centre believes that the organization needs a well-thought out vision and 
strategic direction that comprises of doing the right things and doing them right. To do the 
right thing, the organization must be strategically focused and selective, while balancing the 
need for flexibility and responsiveness. To make these choices, the ADB must recognize its 
own characteristics. Being the only development institution with multi-disciplinary staff and 
deep experience in development issues in the Asia-Pacific region provides the organization 
with a powerful competitive advantage. Therefore the organization can give provide a unique 
perspective of knowledge on development issues. Hence, to “do the right thing”, the ADB 
needs to identify the types of knowledge created and required by the organization, while 
ensuring that the knowledge is current, pragmatic and usable, based on experiences and 
should have human and financial support.  
 
To “do things right”, the ADB has to allocate resources to ensure results. The ADB‟s KM 
centre has identified six activities that would enable the ADB to become the premier 
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knowledge provider: assess and understand the needs of DMCs, ensure quality of knowledge, 
have incentives in place, ensure resources and financing is allocated towards KM, capitalize 
on RMs to respond to the needs of the DMCs and finally, be attuned to the dissemination 
needs of its external audience. In addition, the ADB needs to build partnerships and 
collaborations so as to not try and do everything on knowledge.  
 
Enhancing cultural competencies (KM program level) by making incentives and accountability count. 
The ADB‟s incentive structure, as we have seen, has not been designed to promote the 
generation, dissemination and usage of knowledge. Loan processing gets significant priority 
while knowledge work is considered by staff as not being “operational experience” and is not 
significant. This requires the leadership to emphasize the importance of knowledge in 
ensuring ADB‟s sustainability in the region and improving effectiveness of development. It 
has been suggested in the discussion paper that the promotion to certain management 
positions should be based on some demonstration of generating, managing, or using 
knowledge in a manner that influenced the effectiveness of their job descriptions. In addition, 
in ensuring the quality of knowledge products, having “voting” systems to assess the quality 
of analytical work can help foster a knowledge culture while ensuring high quality standards. 
Haesli & Boxall (2005) acknowledge that having benefits like increased pay or non-wage 
compensation helps organization in implementing KM by retaining employees. By making 
these changes, the ADB will be putting knowledge into the centre of organizational culture as 
they bring about a significant shift in the organizational culture towards one that places 
importance on knowledge. As suggested by Ruppel & Harrington (2001), “despite 
organizational culture‟s inertia, successful KM implementation has been identified as 
transformative to the organization and its culture” (p. 38) 
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Enhance resource competencies (KM program level) by being committed to resourcing KM. 
The new Medium Term Strategy for 2006-2010 recognizes the value of being focused in 
operations and as a result has identified a limited number of sector and thematic areas in 
which ADB needs to excel. The Knowledge Product and Services (KPS) 3 year pipeline has 
been implemented and will result in a better balance between ADB‟s research program and 
lending portfolio. In addition, the new KM objectives in ADB‟s HR work programs, the 
revised Personal Development Plans, and Guidelines on Training and Development has made 
it clear to staff why KM is important, what is to be expected of them as well as what will be 
provided to them. 
 
Eleven sector and thematic committees have been established to encourage cross-fertilization 
and knowledge sharing. The reconstituted Publications Committee will look into prioritizing 
publications, guiding publishing initiatives for the ADB and ensuring a high quality of all 
premier publications. In terms of technology, the KM Centre is working on re-launching the 
KMApps with more functionality to meet user requirements. Also, to build on ISTS-II, they 
have launched the use of seven “C-Cube” platforms which enable simultaneous electronic 
communication, coordination and collaboration via chat rooms. Externally, the ADB has 
setup knowledge hubs throughout the Asia-Pacific region help to build on and strengthen 
knowledge in the existing institutions in the region. The organization has also organized the 
“Eminent and Distinguished Speakers Program” to provide discussion on current and future 
development issues. In moving ahead, many of ADB‟s financing instruments were designed 
before knowledge became critical to development. Hence, there is a need to develop financial 




Outcome: Enhanced Organizational Competencies  
The outcome of the ADB‟s efforts in their KM program was the enhancement of the 
organization‟s strategic, structural, resource and cultural competencies. Throughout the 
process of institutionalizing KM, the ADB took various steps towards enhancing its resource 
competencies by developing the ability to efficiently dedicate human, technological and 
financial resources towards KM activities. In addition, the organization enhanced additional 
competencies in each of the stages. Through the action taken in Stage 1, the ADB was able to 
enhance its strategic competencies. In this stage, the organization developed the ability to 
create conducive strategic conditions for the development of KM within the organization.  In 
Stage 2, the organization enhanced its structural competencies by developing the ability to 
create a structure that fosters knowledge sharing, improves awareness and enables the 
management of KM activities. In Stage 3, the organization was able to enhance its strategic 
and cultural competencies by developing the ability to align its operational strategies with the 
KM strategy, as well as nurture a KM organizational culture. In Stage 4, the ADB is in the 
process of further enhancing its strategic and cultural competencies by developing the ability 
to do the right things and doing them right. Figure 1 provides a framework of the ADB‟s 
process of enhancing its organizational competencies in implementing its KM program.  
 
 Stage 3: Semi-Institutionalization 
 






































Strategic (KM Program, 
Operational & Corporate Levels): 
Ability to align operational strategies 
with the KM strategy  
How? Create a KM strategy to guide 
all strategies and the organization 
How? Align relevant operational 
strategies such as the HR strategy and 
IT strategy to the KM Strategy 
How? Ensure that KM stays a top 
priority on the organization‟s 
corporate agenda  
 
Cultural Competencies (KM 
Program Level): Nurture a KM 
organizational culture 
How? Create well-resourced avenues 
for knowledge sharing such as CoP to 
build trust and address structural silos 
 
Resource Competencies (KM 
Program Level): Ability to dedicate 
human and financial resources 
towards making KM widely accepted  
How? Dedicate human resources 
towards the CoPs, managing change 
and communicating KM 
 
Compelling 
Strategic Competencies (Corporate 
Level): Ability to create conducive 
strategic conditions for the development 
of KM within the organization 
How? Modify the long-term and 
medium term corporate strategy to make 
KM a primary organizational objective 
 
Resource Competencies (KM 
Program Level): Ability to use human 
resources to identify the KM needs of 
the organization 
How? Acknowledge the organization‟s 
technical needs for KM and move 
towards creating standardized KMS.  
How? Dedicate human resources 
towards building (1) a KM strategy for 
the organization and (2) a plan on 
organizational changes to meet the 





(Corporate Level): Ability to 
create a structure that fosters 
knowledge sharing, improves 
awareness and enables the 
management of KM activities 
How? Create a matrix 
organizational structure that 
promotes knowledge flows 
within and between departments 
 
Resource Competencies (KM 
Program Level): Ability to 
dedicate human, financial and 
technological  resources towards 
KM activities 
How? Create positions and 
departments to guide and manage 
KM activities & improve 
awareness of KM within the 
organization 
How? Introduce customized and 
standardized organization-wide 
KMS to support knowledge 
flows across the structure 
 
Constraining Compelling 
Strategic (KM Program Level) 
Ability to focus on doing the rights 
things and doing them right 
How? Rethinking the KM Strategy: 
“Doing the right things and Doing 
things right” 
 
Cultural Competencies (KM 
Program Level): Nurture a KM 
organizational culture 
How? Make incentives and 
accountability count 
 
Resource Competencies (KM 
Program Level): Ability to dedicate 
human, technological and financial 
resources towards the long-term 
maintenance of KM 


































































































Figure 2: Summary of Findings for the ADB
6. DISCUSSION 
In this section, we present the findings from the analysis of the ADB, a geographically 
centralized organization‟s KM journey from the late 1990s to 2007 to answer the research 
questions: (1) how do organizations enhance their strategic, structural, cultural and resource 
competencies while implementing a KM program?, and (2) how does the environment 
influence the action taken to enhance the competencies while implementing a KM program? 
 
When drawing on existing theoretical background to support our findings, we assume that 
KM research to date that does not explicitly refer to geographical dispersion as an attribute of 
their analysis is referring to geographically centralized organizations since the very 
characteristic of dispersion requires new theoretical understanding (Boh et al., 2007). 
6.1. Enhancing Competencies while Implementing KM 
From the ADB case, to answer the first research question: how do organizations enhance 
their strategic, structural, cultural and resource competencies while implementing a KM 
program?, we found that the ADB, a geographically centralized organization, adopted a top-
down strategic approach, created a matrix structure, used a KM-approach to culture and 
enhanced human, technological and financial resources throughout.  
6.1.1. Adopting a Top-Down Strategic Approach to Implementing KM 
From Figure 1, we can see that the ADB began the process of institutionalizing its KM 
program by enhancing its strategic competencies at the corporate level. Once they had created 
the suitable strategic conditions in the organization for KM to flourish, they then moved to 
the KM program and operations levels. At these levels, the ADB focused its efforts on 
creating a KM strategy that would guide the organization in its KM efforts and be aligned 
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with the operational strategies of the organization. Aligning an organization‟s IS function 
with the business has been shown in IS literature to result in improved organizational 
effectiveness (Chan, 2002).  
 
Hence, the ADB adopted a top-down approach to institutionalizing KM. For a geographically 
centralized organization like the ADB, beginning with making changes to the corporate 
strategy becomes easier since the communication of the strategic changes can be 
communicated easily through the organization to ensure that the right message is being 
communicated to majority of employees. Also, by starting at the corporate level, the ADB 
created a strategic atmosphere in which KM was a key aspect making it easier then to 
implement the KM strategy.  
6.1.2. Creating a Matrix Structure  
The ADB‟s structure prior to 2000 had created silos in the organization that prevented 
knowledge flows across the organization. To overcome these structural silos and solve the 
insularity that had resulted, the ADB created a matrix structure. Sharratt & Usoro (2003, 
p.190) suggest that “organizations with centralized, bureaucratic management styles can stifle 
the creation of new knowledge, whereas a flexible, decentralized organizational structure 
encourages knowledge-sharing, particularly of knowledge that is more tacit in nature”. 
According to Grover & Davenport (2001), structural factors affect knowledge transfer and 
Holsapple & Joshi (2000) emphasize that coordination of knowledge resources was a key 
factor that influence KM.  
 
Being a geographically centralized organization, creating a matrix structure was extremely 
appropriate since the majority of ADB staff are located at the headquarters. This made it 
easier to communicate the changes to the structure, monitor the changes taking place and 
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institutionalize the new structure. The matrix structure created the flexibility that was needed 
for the organization to enable ADB staff to share knowledge.  
6.1.3. Adopting a KM-approach to Culture 
Organizational culture has been identified by many KM researchers as either a catalyst or 
hindrance to knowledge creation and sharing (Alavi & Leidner, 2001). Davenport & Prusak 
(1998) have emphasized that a knowledge-friendly organizational culture is one of the more 
important success factors of KM initiatives, and that the implementation of KM initiatives 
requires a culture that promotes knowledge sharing.  
 
Ruppel & Harrington (2000) state that mistrust in an organization‟s culture can create 
miscommunication, protectiveness and escalating errors. The ADB made use of KM tools 
such as CoPs to address broader organizational issues like structural silos and the power 
hoarding or lack of trust among ADB staff. According to Pan & Leidner (2003), KM 
researchers have focused on the importance of CoPs after realizing that knowledge is 
embedded and constructed from and through social relationships and interactions. They also 
suggest that CoPs are important since they enable the organization to gain competencies 
without depending on functional structures and possess a “vast base of knowledge ranging 
from theoretical concepts to practical experiences” (p. 73).   
 
In addition, the ADB included KM as part of the promotion criteria to certain management 
positions. This changes the culture of the organization from placing importance to the number 
of projects being conducted by staff to their contributions towards the generation, 
management and usage of knowledge in the organization. Haesli & Boxall (2005) emphasize 
that there is a need to complement KM strategies with HR strategies to prevent strategic 
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knowledge loss and hence “managing knowledge in organizations should be closely aligned, 
amongst other things, with those for recruiting and retaining employees” (p. 1959).  
 
The ADB‟s approach to transforming its organizational culture to be more knowledge-
friendly has been through KM tools. Hence, the ADB, being a geographically centralized 
organization, uses a KM-approach to enhancing its cultural competencies. Having the 
majority of its staff in one location makes its easier for the ADB to implement and monitor 
KM tools to address organizational culture issues, as well as communicate the rationale 
behind these tools. 
6.1.4. Continuous Enhancement of Resource Competencies 
In each stage of the process of implementing its KM program, the ADB‟s management took 
action, as a result of the stress and inertial environmental forces, to enhance its resource 
competencies by dedicating human, technological and financial resources towards KM 
activities. In terms of human resources, the ADB created working groups, a vice-president 
post for KM, and a KM team.  These posts were created to manage KM activities and tools, 
increase awareness of KM as well as to manage the change required by KM. Grover & 
Davenport (2001) highlight that the role of chief knowledge office (CKO) or its equivalent 
(the post of vice-president in the ADB) is an important role for operational and symbolic 
reasons. Operationally, CKOs design the knowledge architecture and are in the top position 
for reporting relationship for knowledge professionals. Symbolically, the presence of the 
CKO indicates that the organization views KM as critical to its success (Holsapple & Joshi, 
2000), as in the case of the ADB.  According to Holsapple & Joshi (2000), human resources 
have the potential to influence KM by enabling or restricting the administration of the 
management of knowledge.  
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Technologically, the organization created tools (such as KMApps and databases) that would 
help the organization share knowledge within and across departments and countries. The 
ADB realized early on that an excessive focus on technology would not result in the level of 
institutionalization of KM that the organization aimed to achieve. This is in line with 
numerous KM researchers (Davenport & Prusak, 1999; Nonaka & Takeuchi, 1995) who have 
cautioned against excessive focus on technology and argue that technology is merely an 
enabler that supports KM efforts (Chua & Lam, 2005). Financially, all the KM-related tools 
required financial support from the organization. More importantly, the introduction of 
incentives through the changes in the HR policy requires financial resources to reward 
knowledge-sharing behaviours. Holsapple & Joshi (2000) posit that financial resources put a 
ceiling on what can be expended on knowledge activities and “financial resource availability 
may affect the execution of leadership, coordination, control and measurement”. Hence, the 
enhancement of competencies in human, technological and financial resources is continuous 
during the institutionalization process.   
6.2. Understanding the Influence of the Environment on Enhancing Competencies 
To answer the second research question: how does the environment influence the action taken 
to enhance the competencies while implementing a KM program?, we found that in the ADB, 
the organization responded to the various stress and inertial environmental forces by using a 
set of EIMs. We characterized the environment and corresponding EIMs for the ADB.  
6.2.1. Characterizing the KM Environment for the ADB 
In the analysis section, we characterized the environmental forces surrounding the 
implementation of KM programs in the ADB. In doing so, we contribute to current KM 
research on the environment. While there has been vital research on the environment in the 
context of KM (e.g. Argote et al., 2003b; Gold et al., 2001; Ruppel & Harrington, 2001; 
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Holsapple & Joshi, 2000; Brown & Dugid, 1998; Davenport & Prusak, 1998), there has been 
a focus on the technical and rational environments while paying less attention to the social 
environment. Also, there have not been significant efforts to move away from just identifying 
the environmental forces to characterizing the various environment forces. We used 
institutional theory to help us describe the environmental forces, including those from the 
social environment, based on the three pillars of the organization (Scott, 2001) and whether 
they are stress and inertial forces (Greenwood & Hinnings, 1996). Based on this, we have 








Environmental Force Context of Use 
Regulative 
Pillar 
Stress Customers,  
Funding Bodies 
Compelling Force A pressure from another 






Caused by silos of groups or 
individuals created by the formal 
organizational structure  
Resources Constraining Force Created by a limitation in a 
resource 
Initiative Structure Discouraging Force Prevents active and complete 




Tensional Force Caused by contradictions in the 










Inclusion Force A desire to want to be involved 
Assessment by  
Professional 
Bodies 





Stress Employees Appealing Force A pressure arising from an 
earnest request  
 
Inertial 
Competitors  Exemplifying Force Pressure arising from the success 
of a competitor 
Organizational 
Culture 
Cultural Insular Force Caused by silos of groups or 
individuals created by the 
organizational culture 
Tensional Force Caused by a lack of clarity in the 
implementation of initiatives or 
strategies 
Table 8: ADB’s Environmental Forces 
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From the analysis in the previous section, we can draw the following conclusions about the 
ADB‟s environment.  
Stress Forces: Dominated by Compelling Forces from the Regulative Pillar 
The ADB‟s desire to become a learning organization was a result of numerous internal and 
external stress forces acting on the organization in Stage 1. These included the changes in the 
strategic objectives for the ADB (renewal force), the success of the World Bank 
(exemplifying force), the demand of the internal departments for tools like the NGOLink to 
share knowledge (appealing force), the needs of ADB‟s customers (the DMCs) (compelling 
force), as well as and ADB‟s remotely located employees (inclusion force).  Interestingly, in 
stage 2, the organization did not face any new stress forces. Further stress forces from the 
demands of ADB‟s funding bodies (compelling force) and normative forces from 
professional KM bodies acted on the organization (growth force)  in Stage 3. In Stage 4, the 
changing needs of the DMCs with the changing economic climate of the region exerted 




Stages of Institutionalization  















Table 9: Sequence of Stress Forces in the ADB 
From Table 9, it is evident that the number of stress forces acting on the ADB reduced over 
the four stages of institutionalization. However, this does not mean that the intensity of the 
stress forces reduced. The compelling force that was exerted by the organization‟s customers 
and funding bodies was the dominant force throughout the institutionalization process. 
Hence, for the ADB, it can be concluded that the major pressure to become a knowledge-
organization was due to the action of compelling forces from the external stakeholders of the 
organization, and arising from the regulative pillar of the organization.  
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Inertial Forces Enable Institutionalization 
The ADB experienced many inertial forces after the innovation stage of institutionalizing its 
KM program. It is interesting to note here that the inertial forces arose from within the 
organization itself. In Stage 2, the organization experienced structural insular and 
constraining forces from the structural silos present and limited resources available in the 
ADB, respectively. In Stage 3 and 4, the ADB faced discouraging and cultural insular forces 
due to the lack on incentives and the organizational culture respectively. The ADB also 
experience tensional inertial forces in Stage 4 that were a result of the many new 




Stages of Institutionalization 






Regulative No Inertial Forces Structural Insular 
Constraining 
Discouraging 
Normative   Tensional 
Cultural-
Cognitive 
 Cultural Insular 
Table 10: Sequence of Inertial Forces in the ADB 
One of the most interesting findings from the analysis of our data was that the inertial forces 
(structural & cultural insular forces, constraining forces, tensional discouraging forces) were 
brought to light only when the organization began placing emphasis on KM. The ADB 
realized that they needed to make changes that would overcome these inertial forces, and 
took action towards this. These inertial forces provided the organization with a “push” to 
make the changes that would enable it to achieve its goals of becoming a learning 
organization. Therefore, an important finding here is that inertial forces can, like stress 
forces, result in an organization taking steps towards achieving its goal of becoming a 
knowledge-based one. This is provided that the organization first identifies these inertial 
forces, second realizes that these forces are inhibiting change, and third decides to take action 
to manage these inertial forces. What is important is that while inertial forces may provide 
resistance at one point in time, they may foster change in another. Organizations that are 
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aware of their stress and inertial forces can take the appropriate action that would help them 
achieve their goals.  
Dynamic KM environment - Environment that is Influenced by Organizational Action 
In stage 4, what was interesting is that the organization experienced new inertial forces – the 
“new initiative fatigue” caused as a result of the limited resources in the organization that 
could be allocated towards the various and numerous new programs (including KM) that had 
been implemented during the period between 1999 & 2006. It was also observed that the 
changes to the operational strategies that were intended to align the organization‟s various 
strategies, in fact resulted in contradictions among the corporate and operational strategies. 
This shows that the environment is not only continuously changing but it is dynamic. While 
the environment influences the action taken by management, the action taken can also in turn 
influence the environment and create further pressures for change.   
6.2.2. ADB’s Environment Interpretation Mechanisms (EIMs) 
We found that KM researchers have in the past studied the environment rather independently 
of organizational action, while making the subtle assumption that the environment influences 
organizational action. KM research on the environment has focused on the environmental 
factors influencing the decision to implement KM and those influencing the actual 
implementation of KM programs (e.g. Bhandar et al., 2007; Gold et al., 2001; Ruppel & 
Harrington, 2001; Holsapple & Joshi, 2000; Brown & Dugid, 1998; Davenport & Prusak, 
1998) while KM research that examines organizational action has focused on the processes 
and mechanisms that are concerned with knowledge acquisition, creation, sharing and use 
with the intention of improving an organization‟s competitiveness (e,g, Dimitriades, 2005; 
Argote et al., 2003a; Pan & Leidner, 2003) as well as the steps needed to implement KM 
strategies in organizations (e.g. Maier & Remus, 2003; Massey et al., 2002).  
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To make sense of the various environmental forces of the ADB described in Table 8, we 
defined a set of Environment Interpretation Mechanisms (EIMs) as shown in Table 11. EIMs 
describe how the organization comprehends the environmental forces. These EIMs help us 
link the independent environment and action levels of analysis in KM research, and answer 
our research question on “how” the environment influences organizational action. In the case 
of the ADB, a geographically centralized organization, the organization used the following 
set of EIMs to make sense of the environment and then take organizational action.  
Environmental Force Environmental 
Interpretation Mechanisms 
(EIMs) 






Placate (someone) by agreeing to their demands  
Renewal Forces Adaptation  
 
The action or process of becoming adjusted to 
new conditions  
Exemplifying Forces Emulation  To try to equal or surpass, typically by imitation  
Structural Insular 
Forces 
Cultural Insular Forces 
Collaboration  To work jointly on an activity or project  
Constraining Forces Resource  A stock or supply of materials or assets that can be 
drawn on in order to function effectively  
Discouraging Forces Recognition  Appreciation or acknowledgement  
Growth Forces Improvement An instance of making or becoming better  
Tensional Forces Concentration Focus all one‟s attention or mental effort on an 
object or activity.  
Table 11: EIMs used by the ADB 
An examination of the EIMs used by the ADB revealed that certain mechanisms played a 
more significant role than others in enabling the organizations to take action in order to 
enhance their competencies and institutionalize their KM program. To determine these 
mechanisms, we looked to the environmental forces. The environmental forces that were 
described by interviewees as “key”, “important”, or “significant” (and their synonyms) were 
considered to have had a greater influence on the KM program of the organization. Hence, 
the mechanisms corresponding to these environmental forces would be more important than 
the rest since they played a more significant role in shaping the action taken by the 
organization. Another way to determine mechanisms were more important would be to look 
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at the frequency with which these mechanisms were used. We used both the above techniques 
to decide on which mechanisms played a greater role in the ADB.  
 
We found that for the ADB, a geographically centralized organization, the key EIMs used 
were the appeasement and collaboration mechanisms. For a geographically centralized 
organization like the ADB, this reflects the organization‟s desire to satisfy the needs of its 
customers, employees and funding bodies, as well as to improve the structure and culture to 
enable knowledge flows.  
 
In conclusion, for the ADB, being a geographically centralized organizations, the 
organization enhanced its strategic, structural, cultural and resource competencies by 
adopting a top-down strategic approach, creating a matrix structure, using KM-tools to 
enhance the culture and using human, technological and financial resources throughout the 
institutionalization of KM. The organization also faced numerous stress and inertial 
environmental forces which the ADB made sense of using various EIMs, especially the 
appeasement and collaboration mechanisms. The influence of the environment on the action 
that the organization takes in response is a result of the way the ADB comprehended the 
environmental forces using the EIMs. Hence, an important finding here is the EIMs that 





7. CASE 2: BRITISH COUNCIL  
7.1. Background to the Organization 
The British Council, a not-for-profit organization or charity, was established in November 
1934 as the UK‟s cultural relations organization and became the „British Council‟ in 1936. 
The first overseas operations began in 1938 in Egypt and Portugal, and the BC has since 
grown into an international network of 7500 people in 217 cities in 110 countries. The 
Council has its headquarters in London and Manchester which administer the network of 
overseas offices. The purpose of the organization is to build mutually beneficial relationships 
between people in the UK and other countries and to increase appreciation of the UK‟s ideas 
and achievements. The BC conducts work in six sectors: arts, education and training, English 
language teaching, governance, information, and science and health. The work done in these 
six areas supports and complements the diplomatic, developmental and commercial work 
carried out by other UK organizations and agencies under the UK Government‟s Global 
Public Diplomacy Strategy. The Council is quick to clarify that “we are independent and non-
political and we represent the whole of the UL rather than the UK Government”. To achieve 
their purpose, the organization gives people in other countries access to learning 
opportunities and creative ideas from the UK. They also create opportunities for people in the 
UK to make contact with, and learn from people, ideas and expertise in other countries.  
 
To emphasize the large scope of their work, the following is a non-exhaustive list of the BC‟s 
activities every year: 
 BC welcomes 7 million visitors to their libraries and information centers. 
 BC employs 1750 teachers who teach over a million class hours of English to 500000 
students. 
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 BC administers over 1 million academic and professional exams from the UK.  
 BC issues seven-and-a-half million books and videos to 300000 library members. 
 BC collaborates in 1900 arts events globally. 
 BC helps 15000 young people a year take part in some sort of international activity. 
 BC provides networking opportunities for a thousand people a year at approximately 35 
professional seminars.  
 BC manages 95 international development contracts worth more than £250 million. 
 BC gives over 50 million people worldwide an experience of the UK.  
 
The BC‟s objectives support the objectives of its sponsors – the Foreign and Commonwealth 
Office (FCO). The FCO provides the majority of the Council‟s funding and have overall 
management responsibility for the BC. The BC is funded through 2 means: (1) grants from 
the British Government (through the FCO and department of international development) and 
(2) self-funded work. The largest single source of funding is government grants, and hence 
the FCO has a significant influence on the organization‟s objectives. In 2003/2004, the 
annual grant-in-aid from the FCO was £164 million. The Council‟s self-funded work comes 
from the management and administration of contracts on behalf of the British Government, 
international aid agencies and development banks, as well as other self-funded activities such 
as English language teaching and administration of examinations.  
 
To manage the BC, a group of senior leaders (the Senior Executive Team, SET) in London 
act on behalf of the organization‟s board. The SET consist of the Director-General, Deputy 
Director-General and Director of Finance and Resources. The board includes members who 
are public figures and government representatives. The Chairman of the board deals with the 
UK‟s Prime Minister and Foreign Secretary while the Director-General liaises with the FCO 
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ministers and Whitehall permanent secretaries. The SET, together with the board, determines 
the membership of the Senior Management Team (SMT). As part of the government planning 
process, the BC undertakes strategic reviews every five years.  
 
The BC‟s vision for 2010 is to be a world authority on cultural relations, English language 
teaching, and the international dimension of education and the arts. Strategy 2010 has three 
main themes: (1) Reaching millions of people and serving them better, (2) Releasing the 
creativity and potential of BC‟s people, (3) Being clear about BC‟s outcomes. In order to plan 
and evaluate their work in line with the above thematic areas, the BC has decided to adopt an 
“outcomes-based approach”. This means that everything that the BC does in its six sectors of 
work should result in one or more of the following outcomes: (1) Improved perceptions of the 
UK in other countries, (2) Greater mutual understanding between the UK and other countries, 
(3) Stronger ties between the UK and other countries.  
7.2. Knowledge Management (KM) in the BC 
Realizing that access to knowledge and information is critical to the ability to innovate and 
create new products, the BC in its Strategy 2010 has acknowledged the need for the 
organization to manage its own knowledge to enable the entire network to benefit from 
innovation and developments in any part. This would support consistency in standards and 
skills globally. In fact, knowledge sharing is seen as a key enabler of the objectives of 
Strategy 2010. Given the diverse and geographically distributed operations of the BC, it is not 
surprising that the sharing and development of knowledge is of utmost importance to its 
future success. In the field of technology, the BC has implemented the Global Technology 
Infrastructure 2 (GTI2) with the aim to provide connectivity to underpin other organization-
wide initiatives such as knowledge management.  
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In December 2003, the Global Knowledge Sharing (KS) Strategy that was written by the 
Director of KM was approved by the SMT, and its objectives were to enable the British 
Council to (1) develop world class products, and (2) deliver excellent services to its 
customers by effectively sharing and utilizing its collective knowledge. The scope of the KS 
program was to provide knowledge and information services to serve the needs of 7500 BC 
staff worldwide.  
 
The BC‟s KS strategy was based on „practical‟ Knowledge Management (KM) and aims to 
help real people solve real business problems by providing the right information to the right 
employees at the right time. At the individual level, KM at the BC is about helping 
employees to get their work done. At the country or regional level, KM helps to obtain 
information, knowledge and experiences on what other countries and regions are doing with 
regards to a project or the plan for the country, for example. At the organizational level, the 
BC needs to evaluate their performance and this requires information on the impact of 
projects on customers, success stories and testimonials, as well as an accurate and complete 
picture of all the projects and events carried out in each country.  
 
In approving the strategy, the BC‟s SMT endorsed the principle that improving knowledge 
sharing, fostering exploitation of the BC‟s collective knowledge, and supporting 
collaboration were critical enablers of Strategy 2010. These enablers align specifically with: 
 Delivering what clients and customers want – by the sharing of marketing experience, 
preventing reinvention of the wheel, and the co-operative development of regional and global 
products and services; 
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 Releasing creativity and potential – by supporting flexible team working approaches 
across geographical and hierarchical boundaries and the underpinning cultural changes 
required to achieve this; 
 The extension of the BC‟s global reach through building external on-line communities to 
engage in new ways with its target audiences.  
 
To enable the BC to meet the objectives of Strategy 2010 through KM, the organization 
undertook many steps that would enable them to build the right competencies for KM to be 
successfully institutionalized within the organization. To begin with, they identified the 
knowledge types that should be focus of their KS Program and these include: 
 Know the BC 
o Knowledge about corporate priorities, policies and standards  
 Know BC‟s customers 
o Knowledge about conducting marketing research and applying the findings to 
design products 
o Knowledge about who BC‟s clients, customers and stakeholders are and BC‟s 
relationship with them 
 Know BC‟s product offerings 
o Knowledge about our products and services offerings worldwide 
o Knowledge about UK ideas, achievements, news, content, photos 
 Know why (and why not) 
o Knowledge about good practices and lessons learnt to design, implement and 
deliver products and services  
 Know who 
o knowledge about who the internal staff are and their area of expertise 
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o knowledge about who the external experts are  
 
In addition, the BC identified the following locations in which the above knowledge resides: 
 In written documents, reports and document repositories  
 In conversation and narratives  
 In people (i.e. in the heads of colleagues with experience in specific areas) 
 
To enable the BC‟s employees to share the various knowledge types located in the above 
areas, the BC‟s KS program implemented a number of tools: teleconference, 
videoconference, burning a CD, Interwise (allows staff to connect and communicate with 
others online), Mailbase (allows staff to connect to an electronic discussion list), iChat (a 
real-time, text-based exchange that enables employees to engage in a real-time discussion 
with a facilitator) and Weblogging (a tool that enables staff to publish information and make 
it available to colleagues or the network instantly). Through the KS strategy and the various 
tools, the BC aims to enhance their organizational competencies.  
 
In this section, we have provided a brief overview of the aims of the BC‟s KM efforts and the 
current tools being used in the organization to manage their organizational knowledge. In the 
next section, we analyze the BC‟s journey in KM which began in the late 1990s while paying 
particular attention to the strategic action (that has relevance to the organization‟s KM 






In this section, the findings from the analysis of the BC, a geographically dispersed 
organization‟s KM journey from the late 1990s to 2007 are presented to answer our research 
questions: (1) how do organizations enhance their strategic, structural, cultural and resource 
competencies while implementing a KM program?, and (2) how does the environment 
influence the action taken to enhance the competencies while implementing a KM program? 
uence the action taken to enhance the competencies when implementing a KM program? 
 
The process of enhancing organizational competencies is viewed here as being a process of 
institutionalization, in which the organization aims to enhance its competencies while 
ingraining KM into the fabric of organizational life. The BC‟s journey has been classified 
according to Tolbert & Zucker‟s (1996) stages of institutionalization. The ADB‟s journey has 
been classified according to the criteria suggested by Tolbert & Zucker‟s (1996) stages of 
institutionalization, as shown in the table below.  The organization‟s journey into the various 
stages is divided according to the dominant actions taken by the organization in each time 
period.  
Stage in Institutionalization Criteria to segregate stages (Tolbert & Zucker, 1996) 
Innovation Affected by environment that makes innovation attractive and 
feasible; mimic organizations 
Pre-Institutionalization New structural arrangements in response to a problem 
Semi-Institutionalization Movement towards permanent and widespread status; 
increasing adoption 
Full-Institutionalization Ensuring historical continuity; survival across generations 
Table 12: Criteria for Segregating Stages of Institutionalization 
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The sources of the environmental pressures to implement the KM program in the BC are 
identified using Scott‟s (2001) three pillars that make up an institution – the regulative pillar, 
the normative pillar and the cultural-cognitive pillar. The emphasis of research on the 
institutional environment has been on identifying the sources of the environmental pressures 
(e.g. Scott, 2001), and research that categorizes environmental pressures is scarce. DiMaggio 
& Powell (1983) have made efforts to address this by identifying three, rather broad 
categories of environmental forces known as coercive, normative and mimetic forces which 
correspond to Scott‟s (2001) three pillars of institutions. Hence, in a bid to contribute towards 
research that goes deeper into categorizing the environmental forces, we aim to develop a 
taxonomy of the environmental forces based on their role in the process of institutionalizing a 
KM program. In addition, researchers have paid undue attention to the external environment, 
and Zucker (1987) & Kraatz & Moore (2002) acknowledge that these forces can occur from 
within an organization as well. Hence, we examined the institutional forces (relevant to the 
organization‟s KM program) from within the organization, and external to the organization.  
 
Following Greenwood & Hinnings (1996), we conceptualise the institutional forces (based on 
the theoretical framework of strategic renewal) as comprising of “stress” (or persistence) 
forces that push the organization towards institutionalizing a new structure, idea or program. 
However, Greenwood & Hinnings (1996) highlight that the process of institutionalization 
consists also of forces of inertia. While research in old institutionalism overlooked the role of 
the institutional context in intra-organizational change, new institutionalism paid undue 
attention to the stress forces. Hence, there is a need to pursue Greenwood & Hinnings‟ (1996) 
suggestion to understand the role of both stress and inertial forces during the process of 
institutionalization simultaneously.  
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In each stage of institutionalization of the KM program of the BC, we analyze the 
environmental forces, as well as the corresponding action taken by the BC to enhance their 
organizational competencies. First, we develop a typology of the various environmental stress 
and inertial forces based on the role of the forces. We are concerned with only those 
environmental forces that are relevant to the organization‟s KM program. By characterizing 
the forces, we are in a better position to understand the type of forces that result in a 
particular action and hence move towards answering our research question on how the 
environment influences the action taken in enhancing competencies when implementing a 
KM program. 
 
In answering our research questions, we found a gap in our understanding the role of the 
environment in the process of enhancing competencies – how do the environmental forces 
actually result in the particular action that the organization takes to enhance the 
competencies? To understand this, we draw on the concept of perceptual process (Anderson 
& Paine, 1975; Zalkind & Costello, 1962) that has been developed to understand 
organization-environment interaction. According to these researchers, an organization‟s 
response is strongly influenced by the perceptual process, or managers‟ perceptions of the 
environment. Through this process, organizations receive external (and internal) stimuli 
which they filter, organize and interpret. The perceptions created are a key factor in 
accounting for the decisions and resulting strategies of organizations (Anderson & Paine, 
1975). Organizations then act upon the perceptions that were formed by this process. 
 
Based on this, we introduce the concept of “Environmental Interpretation Mechanisms” or 
EIMs. These EIMs translate the environmental forces into action taken by an organization 
and describe how the organization comprehends the environmental forces. This research 
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supports the view that traditional institutional theory has been placing too much emphasis on 
organizational passivity (Perrow, 1985), and pushes research on organizational “pro-activity” 
further. Hence, for each stage of the institutionalization, we identify the environmental 
interpretation mechanisms and this enhances our understanding of how organizations 
interpret and understand environmental forces before taking action towards 
institutionalization. This enables us to understand how organizations make sense of the 
environment and it is these EIMs that determine the action taken by the organization. 
Therefore, by developing a taxonomy of EIMs, we are in a position to determine the 
relationship between the environment and action, thus linking the environment and action 
levels of analysis.   
 
Finally, we identify the action taken by the organization in response to its interpretation of the 
environmental pressures to enhance their strategic, structural, cultural and resource 
competencies. While action may have been taken to enhance other competencies, we discuss 
the action in these four categories that were considered important to the organization, as 
reflected by the interview data. For each competency, the action taken can be at the corporate, 
operational and KM program levels. We make special efforts to clarify which level the action 
was taken at. We differentiate between operational and KM program levels to draw special 
attention towards the action taken specifically as part of the KM program.   In performing our 
analysis in this manner, we complete the picture in understanding the influence of the 





Stage 1 & 2: Innovation & Pre-Institutionalization – Enhancing Strategic, Structural & 
Resource Competencies  
Environmental Forces & Environmental Interpretation Mechanisms (EIMs) 
The idea of formally managing the organization‟s knowledge began in the British Council in 
1999 with the authoring of a position paper by two members of the senior management team 
(SMT) within the Information & Services Management (ISM) department. This paper 
emphasized the importance to the BC of managing their knowledge and called for creating a 
KM strategy for the organization. These two senior managers had been influenced by the KM 
efforts that had been taken at the World Bank, as well as pressures for a new approach to 
promoting the UK from the UK government. The spending review of the UK government 
required the Council to shift its focus from influencing strategic decision makers to reaching 
the “wider public”. The idea behind this was to move away from focusing on the “authority 
generation” to the younger “successor generation” who would likely be important influencers 
in the future. This change in focus would change the nature of work for the BC for a 
significant period of time. The paper also highlighted that the challenges of globalization, 
downsizing and technology would change the operating environment for the BC. With these 
changes, it was imperative for the BC to respond by becoming more efficient through better 
knowledge management. The position paper states: “If these assumptions are correct, it is 
clear that we will be on a steep learning curve. We will need to master new skills, including 
the use of new technology in the delivery of our work; market research on a larger scale; 
opinion research; developing systems to cope with a much larger customer base; working 
with a growing network of partnerships and alliances, and so on. In addition much of our 
work will be new and experimental. The need rapidly to share, analyse and learn from our 
day to day operational experiences already acute today, will become an essential 
requirement tomorrow” (Khalid and Marsden 1999). The paper suggested an IT-based 
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approach to KM and called on the organization to establish a working group to look into the 
issue of KM in the BC.  
 
What is interesting to note here is the BC did not experience any additional environmental 
pressures in the pre-institutionalization stage. In addition, it was difficult to delineate the 
action taken between stages 1 and 2. Hence, we have combined these two stages together 
(Stage 1 & 2). From the above description, the BC faced numerous stress forces in these 
stages arising from their partner organizations, government body and changing operating 
environment. As described in theory, in the innovation stage, organizations experience 
various forces that make the adoption of an innovative idea feasible and attractive (Tolbert & 
Zucker, 1996). These forces resulted in the organization utilizing various interpretation 
mechanisms to make sense of the forces. We characterize the environmental forces and the 
typology of the environmental forces, as well as the corresponding environmental 
interpretation mechanisms (with their definitions) is shown in Table 13. Having understood 
the various environmental forces and interpretation mechanisms, we move to understand the 
















Evidence from Case 




to conform to its 
demands 
Appeasement: Placate 
(someone) by agreeing 
to their demands  
 
 The spending review of the UK government required 
the Council to shift its focus from influencing strategic 
decision makers to reaching the “wider public”. The idea 
behind this was to move away from focusing on the 
“authority generation” to the younger “successor 
generation” who would likely be important influencers in 
the future. A BC position paper explains: “Our 
assumptions are that we are entering a period of 
experimentation with this wider public and that our 
involvement with Internet-based services will grow 
rapidly…Additional funding through the Comprehensive 
Spending Review to support engagement with wider 
foreign publics will place additional pressure on us to 
improve our rate on innovation, tackle quality problems 
and account for impact” (Khalid and Marsden 1999). 
Normative Stress Operating 
Environment 
Renewal: A 
pressure to make 
changes to move 
ahead 
Adaptation: The action 
or process of becoming 
adjusted to new 
conditions 
The position paper highlighted that the challenges of 
globalization, downsizing and technology would change 
the operating environment for the BC. With these changes, 
it was imperative for the BC to respond by becoming more 









from the success of 
a competitor 
Emulation: The desire 
to equal or excel others, 
typically by imitation 
The World Bank and the BC have a memorandum of 
understanding that enables the two organizations to work 
together on projects. Hence, when the World Bank was 
named one of the top ten Most Admired Knowledge 
Enterprises (MAKE) in the world, the BC wanted to also 
reap similar benefits. The World Bank‟s KM program had 
resulted in better lending cycle times, project quality and 
access to knowledge resources. 
Table 13: BC Environmental Forces & Interpretation Mechanisms for Stage 1& 2
Action to Enhance Competencies 
Using the environmental interpretation of appeasement, adaptation and emulation, the BC 
took steps to respond to the environmental stress forces and address the need to better 
manage their knowledge resources by (1) creating positions in the organizational structure to 
guide and manage KM, (2) creating a KM strategy that is based on an understanding of the 
needs of employees, (3) modifying the corporate strategy to emphasize the need for KM to 
achieve the organization‟s objectives, (4) building an IT infrastructure for KM, as well as 
tools that facilitate knowledge sharing, and (5) creating senior positions and departments to 
guide and manage KM activities & improve the awareness of KM within the organization. As 
suggested by Tolbert & Zucker (1996), in the pre-institutionalization stage, the organization 
undergoes structural changes that provide the foundation for KM. In taking the above action, 
the BC enhanced its strategic (KM & corporate) strategy, resource and structural 
competencies as a result of its implementation of its KM program.  
 
Enhance structural competencies (KM program level) by creating positions in the 
organizational structure to guide and manage KM. In 1999, the BC created the posts of 
Knowledge Manager, Chief Knowledge Officer (CKO), Intranet Manager and Intranet 
Assistant. In addition, a “Knowledge Strategy Group” was setup consisting of the Knowledge 
Manager, CKO, the two authors of the position paper, and a representative of the World 
Bank. This group began developing a strategy to manage the organization‟s knowledge. 
Influenced by the work of the World Bank as well as the psychology background of the 
Knowledge Manager, it was decided that the strategy would focus on knowledge sharing with 
the aim that that it would encourage collective empowerment rather than external 
management. By creating these posts, particularly the post of CKO, it sent the message to the 
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organization that KM is important and high on the corporate agenda. In addition, the BC had 
the manpower in place to guide and manage KM and its activities.  
 
Enhance strategic competencies (KM program level) by creating a KM strategy that is based 
on an understanding of the needs of employees. The BC began its creation of a KM strategy 
by first establishing the “Knowledge Strategy Group” to carry out a consultation process to 
promote the need for KM within the organization, as well as to obtain information of the 
needs of BC staff. The discussions as part of this consultation process focused on the 
following themes: making the most of technology, building teams, access to information, 
improving quality, putting ideas into practice, and values and behaviors that support 
knowledge sharing. The consultation sessions highlighted the need for a greater sense of 
engagement and inclusion of staff in the organization, and this provided an internal pressure 
for a KM strategy. The knowledge sharing strategy paper explained: “They want to know 
about the important things that are happening. But they also want to feel that their 
experience and knowledge is valued. They require the support, motivation and tools to share 
knowledge more effectively with others, starting with their own immediate work group” 
(Khalid and Marsden 1999).  
 
As seen in the case of the BC, the team conducting the consultative process needs to 
comprise of staff who have or will have some interest in KM, and these include members of 
senior management, the IT department and the Intranet/ Web teams. Allocating resources to 
conduct a consultative process to understand the knowledge needs of employees is perhaps 
one of the most important steps in an organization‟s KM program. A KM strategy that is 
based on an understanding of these needs would ensure that these users are able to understand 
the strategy and adopt it in their work. 
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Having an understanding of the needs of its employees and with the manpower in place to 
manage KM through the consultation sessions, the BC created its KM strategy to guide the 
organization in managing its knowledge assets.In late October of 1999, the group presented a 
knowledge sharing strategy to the SMT. The strategy was accepted and funding was provided 
to achieve the short-term aims of the strategy. The BC was very careful to ensure that KM 
was not implemented as a “fad” in the organization and to achieve this, they made efforts to 
ensure that the concepts of KM were in line with the problems the organization was dealing 
with at that time. The strategy consisted of three stages: (1) making the most of the new 
technology infrastructure (known as Global Technology Infrastructure or GTI) that had been 
introduced into the organization in 1998, (2) creating a knowledge sharing program to 
support the current goals of the organization, and (3) creating a knowledge and learning 
strategy with the aim of transforming the organization such that KM practices were core to 
the organization‟s principles.  
 
The BC enhanced its strategic competencies by creating a formal KM strategy that is based 
on user‟s requirements. Having such a strategy ensures that KM receives attention from BC‟s 
senior management and staff. Also, with a strategy in place, the KM team has access to 
financial resources to implement KM activities and tools. Liebowitz (1999) has highlighted 
that one of the means of driving the success of KM is to have a clear and well-planned 
strategy. Such a strategy provides the “foundation for how an organization can deploy its 
capabilities and resources to achieve its KM goals” (Akhavan et al., 2006).  
 
Enhance resource competencies (KM program level) by building an IT infrastructure for KM 
and tools that facilitate knowledge sharing. Following the creation of the knowledge sharing 
strategy and with Strategy 2005 in place, the BC adopted an IT-led approach to managing the 
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organization‟s knowledge. The BC began with the roll-out of the new Global Technology 
Infrastructure (GTI) with a renewed focus that would provide a reliable basis for business 
applications software, sharing knowledge and the use of web technology to access the BC‟s 
audiences. Such an investment of resources into building an IT infrastructure is crucial to 
KM. The BC‟s GTI program began in 1998 and was implemented in response to the year 
2000 bug and partly to standardise IT management, support and maintenance, and software 
and file formats globally. The Corporate IT department was responsible for the GTI program 
and hence the focus was more on infrastructure than the business application.  
 
One of the key KM initiatives was the setting up of Knowledge and learning centers (KLCs) 
to encourage knowledge sharing and learning within the council. These KLCs, which were 
communities of practice, helped bring BC staff with similar expertise or interests and provide 
a forum for knowledge sharing. In addition, the pilot of three databases (content and 
publication, expertise and global events calendar) began. In 2001, I-chat, an online chat 
facility was launched to encourage BC staff to communicate with one another. By building an 
IT infrastructure and creating avenues/ tools for knowledge sharing, the BC was dedicating 
significant resources towards KM.  
 
Enhance structural competencies (KM program level) by creating senior positions and 
departments to guide and manage KM activities & improve the awareness of KM within the 
organization To achieve full-institutionalization of KM, the BC recognized that it needed to 
create a formal structure for KM. The BC hired the Director for KM from outside the 
organization. The Director‟s approach to KM came at a time when there was a need to 
translate the theory of managing knowledge into practice. Her approach to KM was to 
encourage collaboration through the use of tools such as communities of practice. To enable 
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this to happen, a KM team was setup within the ISM department in 2002 support the director 
in KM-related activities. The role of the KM team was to guide and manage KM activities, 
and in doing so increase the awareness of KM and its benefits. At the same time, the BC‟s 
“Web team” launched an improved „BC World‟ intranet homepage that was designed to 
communicate better to their staff. 
 
Stage 3: Semi-Institutionalization – Enhancing Strategic & Resource Competencies  
Environmental Forces & Environmental Interpretation Mechanisms (EIMs) 
In the previous stage, the BC made efforts to dedicate resources towards KM-related 
activities like the KLCs, I-chat and databases. Unfortunately, there was a lack of resourcing 
for these activities. A member of MCS who worked on the project commented: “It [expertise 
database] wasn't resourced adequately and wasn't advertised properly. It wasn't very clear 
once people had put their information in there - what next? They didn’t know how to use it 
and what they would gain.” 
 
In addition, the use of primarily technological tools that did not address the needs of the users 
(BC staff) and the structural silos inherent in the organizational structure at the time 
prevented these tools from gaining the buy-in that it hoped to obtain. The former global 
knowledge facilitator expressed her view: “In the early stages, one of the challenges was that 
the initial response was that it was just a matter of having the right software and sourcing 
and that would be the solution…” 
 
In 2003, the Director of KM conducted a knowledge audit that researched the business needs 
of the organization in relation to KM and found that the BC needed a corporate intranet, 
improved records management and avenues for collaboration. The most important thing that 
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this exercise revealed was that there was a significant amount of duplication of work and 
“reinvention of the wheel”. It was found that with the 110 countries in which the BC were 
represented conducting their own projects (with strategic guidance from the UK) in the 
various sectors of the Council such as arts, education and science, there was a lot of repetition 
of projects. The audit also showed that the structure of the organization promoted silos that 
prevented effective KS across the geographically dispersed organization.  
 
Since its establishment, the BC adopted a “hub and spoke” organizational structure - the hub 
being the headquarters in the UK and the spokes being the overseas country offices. This type 
of structure encouraged communication with the headquarters operations in the UK rather 
than direct communication between the overseas offices. Within this structure, the regional 
directors were located in the UK while the country directors for each region were located in 
their respective countries and these country directors would report directly to the regional 
directors. The nature of its structure created an “us and them” type feeling, also known as 
structural silos, between the BC in the UK and its overseas offices. The former global KM 
facilitator for the BC commented: “I think generally in the organization, because it’s been 
quite a traditional hierarchy and it’s been a hub and spoke model, there has always been a 
perception of us and them. Us overseas and them in London who were "doing it to us"”  
 
A member of MCS explained: “We are one of the most intelligent organizations...And we do 
immense amounts of work driven by intelligent people having very good ideas which in itself 
has led to enormous inefficiencies. But we duplicate efforts; we don't share expertise very 
well. Although we are an intelligent organization, we don't seem to be a learning 
organization so the driver [for KM] is that it would simply save us huge amounts of money 
and time.” 
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A member of senior management in MCS commented on this issue as being a driver of KM. 
“I think the role Knowledge management, and they call it knowledge sharing here, plays in 
the organization in absolutely critical in the way we deliver our products and services. We're 
a hugely distributed organization with a 126 offices in a 110 countries. We, at any one point, 
will have several thousand programs running across the world. Although the headquarters is 
here, all of the activities take place on the ground in the countries. With an organization like 
that, unless we are quick and efficient about sharing our experiences, sharing our 
information about our projects, sharing information about each other, there is a danger that 
we duplicate and replicate. It is not efficient financially; it’s not efficient just from the point 
of delivery. So it’s recognized in the organization that effective knowledge management is 
critical for us to achieve our strategic aims.” 
 
From the above description, the BC faced only inertial forces in the semi-institutionalization 
arising from their resources, technology and organizational structure. These forces resulted in 
the organization utilizing various interpretation mechanisms to make sense of the forces. We 
characterize the environmental forces and the typology of the environmental forces, as well 
as the corresponding environmental interpretation mechanisms (with their definitions) is 
shown in Table 14. Having understood the various environmental forces and interpretation 
mechanisms, we move to understand the action taken in response to the BC‟s interpretation 


















Evidence from Case 
Regulative Inertial Resources Constraining: 
Created by a 
limitation in a 
resource 
Resource: The ability 
to source a supply in 
order to function 
effectively 
 There was a lack of resourcing for KM activities like the KLCs, I-
chat and databases. Unfortunately, there was a lack of resourcing for 
these activities. A member of MCS who worked on the project 
commented: “It [expertise database] wasn't resourced adequately and 
wasn't advertised properly. It wasn't very clear once people had put 
their information in there - what next? They didn’t know how to use it 
and what they would gain.” 
 Technology Unbalancing: 
Caused by excessive 
attention on one 
aspect while ignoring 
other equally 
important  issues 
Balancing: The ability 
to bring about 
equilibrium and equal 
distribution 
 The use of primarily technological tools did not address the needs 
of the users (BC staff). A member of the KM team explained: “People 
get caught up in the technology…rather than it being a whole change 
management to change the ways of working. This is an issue that we 




Caused by silos of 
groups or individuals 




work jointly on an 
activity or project 
The BC‟s hub and spoke structure created structural silos within the 
organization. This resulted in a significant duplication of work or 
“reinvention of the wheel”. A member within the KM team explained: 
“One of the things which was quite apparent [from the knowledge 
audit] was that there was a lot of sharing going on all over the place but 
there wasn't a good platform for it, there was a lot of reinvention of the 
wheel.” 
Organizational structural elements are intended to rationalize functions 
or units within an organization but these structural elements “have had 
the unintended consequence of inhibiting collaboration and sharing of 
knowledge across internal organizational boundaries” (Gold et al., 
2001). 
Table 14: BC Environmental Forces & Interpretation Mechanisms for Stage 3
Action to Enhance Competencies 
In Stage 3, the BC took numerous steps towards achieving a more permanent and widespread 
status for KM within the organization (Tolbert & Zucker, 1996). Here, the BC focused its 
efforts on dealing with the constraining, unbalancing and structural insular inertial forces 
present in the organization, as well as responding more actively towards the pressures that the 
organization had been facing since 1999.  
 
In stage 3, the BC enhanced its strategic (KM) and resource competencies using the resource, 
balancing and collaboration mechanisms by taking the following action: (1) pitching KM at 
senior management to gain leadership buy-in, (2) modifying the KM strategy to adopt a 
collaborative approach to KM with technology as an enabler, and (3) dedicating resources 
towards pilot KM projects.  
 
Enhance strategic competencies (KM program level) by pitching KM at senior management 
to gain leadership buy-in. Armed with the results of the knowledge-audit, the Director of KM 
began promoting KS as an enabler of the achieving the goals of the organization to the SMT. 
She pitched KS as a key enabler of achieving the effectiveness and efficiency and therefore 
gained the buy-in of the SMT. The former global knowledge facilitator expressed her 
opinion: “In order to get buy-in from the senior management here, the top of the 
organization, she [Director of KM] had to make sure that it tied in with the objectives of 
Strategy 2010 so it was expressed in such a way that it was quite high-level so she would get 
buy-in from senior managers but it was not the best way to get buy-in from other staff and 
that’s why we have had to put in so much effort in explaining what we are talking about.” 
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Leadership support for any organizational change initiative is perhaps one of the most 
important conditions for its success. By aligning KM directly with the organizational 
objectives, the Director of KM was able to gain the buy-in from senior management. 
However, one note of caution here is that in the case of the BC, the KS strategy was written 
with the senior management in mind and its relevance to the daily operations was not easily 
comprehended by BC staff. Hence, in creating a KM strategy, there needs to be a balance 
between aligning it with corporate goals and operational requirements.  
 
Enhance strategic competencies (KM program level) by modifying the KM strategy to adopt 
a collaborative approach to KM with technology as an enabler. Based on the results of the 
knowledge-audit and with the support of senior management, the Director of KM re-
introduced a modified Global Knowledge Sharing (KS) Strategy. This strategy would enable 
the BC to (1) develop world class products and (2) deliver excellent services to its customers 
by effectively sharing and utilizing its collective knowledge. Some of the key areas of focus 
in moving forward for the BC as highlighted in the strategy include: implementing projects to 
build capability in designing and delivering products and services for external customers, 
connecting people, aligning with the commissioning process and organizational values, 
investing in user-friendly technologies, as well as fulfilling government requirements for 
information/ data handling policies. To do these, the BC‟s global KS strategy adopts a 
collaborative approach to KS that promotes and facilitates internal networking by giving time 
and space for BC staff to share ideas, experiences and work practices (also known as 
communities of practice) in addition to collaborative tools to stay connected. In addition, the 
new KS strategy adopted a bottom-up approach to KS by identifying and nurturing existing 
internal networks and build on BC staff‟s creativity, passion and enthusiasm to work 
together. This is based on the understanding that knowledge can be conscripted, and can only 
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be volunteered. In terms of culture, the KS strategy works towards promoting an 
organizational culture that celebrates success from failures, promotes engagement with staff, 
ensures that individuals take responsibility to seek information before designing products, 
and that they adopt good communication practices in sharing their experience with others.  
 
While the previous strategy emphasized a technology-driven approach, the new strategy 
adopted a collaborative approach. The organization needed tools to collaborate more 
effectively to enable knowledge to be shared within the geographically-dispersed 
organization. The BC setup communities of practice that would link globally-located staff 
with similar expertise or interests together. They resourced these teams by training them and 
providing collaborative intranet sites to facilitate their geographically-dispersed 
communication. While the focus was on collaboration, the KM team used technology to 
create tools of collaboration. By keeping collaboration as the over-riding objective, the KM 
team was able to deliver technological solutions like SharePoint to meet that objective, and 
hence meet user‟s needs. 
 
Enhance resource competencies (KM program level) by dedicating resources towards pilot 
KM projects. Following the approval of the KS Strategy, the BC introduced a number of pilot 
projects in 2003 and 2004 that included the introduction of KS awards to encourage and 
reward good KS behavior, held the first KM conference to increase awareness of KS in the 
Council, launched communities of practice and training to build these communities, launched 
regular teleconference sessions for the interested knowledge champions in the regions, and 
began piloting communities and collaboration sites that used Microsoft Sharepoint to 
encourage collaborative work. In 2003, the ISM department in which the KM team was 
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renamed Knowledge and Information Services (KIS) and in 2004, a global knowledge 
facilitator was hired with the primary responsibility of implementing the Global KS strategy.  
 
Hence, the BC dedicated human, technical and financial resources towards pilot KM projects 
which would provide the KM team with some indication of the type of KM activities and 
tools that would satisfy the KM-needs of BC staff. Rather than introducing organization-wide 
projects, pilot projects provide the organization with the flexibility of experimentation and 
choosing the right tools to serve the purpose.  
 
Stage 4: Full-Institutionalization – Enhancing Strategic, Structural, Cultural & 
Resource Competencies  
Environmental Forces & Environmental Interpretation Mechanisms (EIMs) 
From 2003, the SMT began re-evaluating their corporate strategy, Strategy 2005, and 
creating the new strategy, known as Strategy 2010. The review of Strategy 2005 showed that 
the BC had failed to define impact/outcomes and outputs clearly. In addition, the review 
highlighted that the BC needed to determine the size of its target audience, understand the 
market and competitor intelligence and set benchmarks of effectiveness and efficiency. 
Strategy 2005 recognized that, to increase the BC‟s impact, they needed to develop products 
with a more regional and global reach but it did not put into place a system to do this. The BC 
had to take these into account when creating its Strategy up till 2010.  
 
In August 2004, Sir Peter Gershon led an independent review into „new ways of providing 
departments, their agencies and other parts of the public sector with incentives to exploit 
opportunities for efficiency savings, and so release resources for front-line public service 
delivery‟. Based on the Gershon Review released by the UK government, the BC had to set 
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new priorities and become more effective and efficient to achieve the aims of Strategy 2010. 
The Gershon Review was a part of the UK Government‟s 2004 Spending Review Settlement 
for affected all government bodies and NDPBs (non-departmental public body). Based on the 
Reviews, the BC committed to 2.5% efficiency savings for 2005-2006 and 2006-2007. The 
Council then had to find ways and means to achieve these savings, and the efficient and 
effective management of knowledge was one of the ways. A senior manager of MCS 
explained: “We are under a lot of financial pressure to spend the money we're receiving from 
the UK government on front-line services. Also, we have ambitions to be innovative and 
customer-focused. So effective knowledge sharing enables us to respond to that. Effective 
knowledge sharing about our customers, for example, enables us to respond to that. Effective 
knowledge sharing about our products and services engenders a sense of innovation - what 




 2001 attacks had a profound influence on the BC‟s strategy and 
operations. The World Trade Centre terrorist attacks gave way to insecurity, suspicion and 
distrust. The incident brought to light the need for managing cultural relations and building 
trust between cultures, made senior management at the BC rethink their strategy. They then 
put into motion Strategy 2010. An overseas change manager explained: “If you look at it 
from where S2010 started, you had the overwhelming driver being a changing world. You 
don't need any other driver. We engage with the world and the world is changing so we need 
to change. If you were to break that down, it would be about increasing importance of young 
people whether it’s with relation to 9/11 and the Islamic world or generally the criticality of 
engaging with young audience.” 
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In addition, the changes in political geography with the formation of the European Union 
(EU) required a regional approach, and the emergence of two new economic powers, India 
and China mean that ideas on globalization are being challenged. Simultaneously, new 
technology, and the free movement of people and ideas are radically changing the world. This 
was fuelling the demand from the world‟s young people for the best ways to learn languages, 
study abroad and visit other countries. This new customer base demanded value for money 
and high-quality courses and products to suit their individual needs and provides the need to 
connect with and understand millions of people all over the world. To meet these changing 
demands of the BC‟s customers, the BC realized that access to knowledge and information is 
critical to the ability to innovate and create new products for their customers. The former 
global knowledge facilitator explained: “The second one [driver] is really about releasing 
creativity and encouraging innovation. We've been around as an organization for over 70 
years. Some of what we do is popular and people want us to keep on doing that. In order for 
us to succeed in our objectives and be competitive, we need to keep on innovating. And we 
have very creative people and work with a creative industry but we haven't been good at 
actually capturing, retaining and sharing that.” These changes and the need to stay relevant 
to their customers, clients and partners gave rise to the BC setting new strategic themes and 
outcomes through Strategy 2010. 
 
It has been discussed time again that an organization‟s culture can affect the effectiveness of 
its KM program (Ruppel & Harrington, 2001; Davenport et al., 1998). The BC‟s long history 
since the 1930s has created a very strong culture in the organization that is generally 
described by staff as being open and friendly. However, many BC staff indicated that there 
were many changes to the organization‟s values, creating some instability in the organization 
with regards to its culture. The BC expressed its culture through three values: 
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Internationalism, Integrity and respect for the potential of Individuals (the 3 I‟s). In addition, 
there were seven cornerstones to support the 3 I‟s. However, while these values served the 
organization well, the distinction between the 3 I‟s and seven cornerstones were not always 
understood. In addition, it was felt that they did not fully represent what the BC stood for: 
mutuality, relationship-building, professionalism and creativity. An English teacher of the BC 
in Singapore commented: “And the 7 corner stones had extreme publicity and fan-fare to 
promote it and we were given what they were, there were presentations, we were given cards 
that we were supposed to keep in our wallets. Next thing, they totally disappeared. It went. 
Nobody said why they went or that they were going. It just sort of got swept under the carpet. 
We were wondering, well, what happened to that? They couldn't keep their word; they were 
not practicing, just preaching.” This lack of clarity and consistency left BC staff confused 
about their organization‟s values and this affected the organizational culture.  
 
In Stage 4, the BC faced stress and inertial forces from the government, customers, operating 
environment and organizational culture. These forces resulted in the organization utilizing 
various interpretation mechanisms to make sense of the forces. We characterize the 
environmental forces and the typology of the environmental forces, as well as the 
corresponding environmental interpretation mechanisms (with their definitions) is shown in 
Table 15. Having understood the various environmental forces and interpretation 
mechanisms, we move to understand the action taken in response to the BC‟s interpretation 















Evidence from Case 
Regulative Stress Government 
Body 
Compelling: A pressure 
from another institutional 





agreeing to their 
demands  
 
Based on the Gershon Review released by the UK government, 
the BC had to set new priorities and become more effective and 
efficient. The BC saw KM as a means to achieve this. An 
external consultant explained: “Externally, it's [drivers of need 
for information management] compliance with government 
laws and regulations…There are also things around 
government initiatives like Gershon efficiency in the public 
sector and transformational government which is a kind of 
initiative looking to make full use of ICT.” 
 Customers   Compelling: A pressure 
from another institutional 





agreeing to their 
demands 
With globalization, the world‟s young people are seeking the 
best ways to learn languages, study abroad and visit other 
countries. This new customer base demands value for money 
and high-quality courses and products to suit their individual 
needs and provides the need to connect with and understand 
millions of people all over the world. To meet these changing 
demands of the BC‟s customers, the BC realized that access to 
knowledge and information is critical to the ability to innovate 
and create new products for their customers. 
Normative Stress Operating 
Environment 
Renewal: A pressure to 
make changes to move 
ahead 
Adaptation: The 
action or process 
of becoming 
adjusted to new 
conditions 
The September 11th terrorist attacks highlighted the need for 
managing cultural relations and building trust between 
cultures. In addition, the formation of the EU and the rise of 






Tensional: Caused by a 
lack of clarity in the 
implementation of 
initiatives or strategies 
Concentration: 
Focus all one‟s 
attention or 
mental effort on 
an object or 
activity. 
Without a set of consistent organizational values, BC staff are 
confused about the values that they should be following and 
what represents them, as an organization, best.  
Table 15: BC Environmental Forces & Interpretation Mechanisms for Stage 4
Action to Enhance Competencies 
The BC took the following action to enhance its strategic (corporate), structural, cultural and 
resource competencies in Stage 4: (1) identified KM as a key enabler of the corporate 
strategy of the organization, (2) restructured the organization to require collaboration, (3) 
introduced easily understood corporate values that best represent the organization, (4) 
allocated resources towards increasing the awareness of KM and its important role in the new 
structure, and (5) introduced technical tools to facilitate collaborative work.  
 
Enhance strategic competencies (corporate level) by identifying KM as a key enabler of the 
corporate strategy of the organization. In 2004, the BC introduced Strategy 2010. This 
strategy would articulate a clear vision about what the BC stood for. While the purpose of the 
BC remained the same, the Council introduced three themes in Strategy 2010: (1) Reaching 
millions of people and serving them better, (2) Releasing the creativity and potential of BC‟s 
people, (3) Being clear about BC‟s outcomes. In order to plan and evaluate their work in line 
with the above thematic areas, the BC has decided to adopt an “outcomes-based approach”. 
This means that everything that the BC does in its six sectors of work should result in one or 
more of the following outcomes: (1) Improved perceptions of the UK in other countries, (2) 
Greater mutual understanding between the UK and other countries, (3) Stronger ties between 
the UK and other countries. To achieve these outcomes, the BC highlighted and implemented 
a number of initiatives that include commissioning, overseas change, UK operations change 
and Knowledge Management.  
 
In Strategy 2010, the BC once again reiterates that to be effective, they need to be able to tap 
into what they know as an organization and facilitate collaboration, especially among 
geographically dispersed teams. By managing their own knowledge and experience, the BC 
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aims to enable the whole BC network to benefit from innovation and developments in any 
part. This would also ensure consistency in standards and skills globally. The BC enhanced 
its strategic competencies by making KM an integral and vital ingredient in its long-term 
corporate strategy for the organization.  
 
To enable the BC to achieve the themes and outcomes of Strategy 2010, the BC launched two 
main areas of change which are the overseas change programs in 2004 and the UK operations 
change in 2006 that are overlaid by a standardized commissioning process. This 
commissioning process, which began operation in 2004, is a system to develop more products 
with a regional and global reach. It‟s essential principle is that the BC should combine its 
sector expertise with knowledge of customers to design and develop products and services 
that will both reflect the best of the UK and appeal to larger audiences across regions and 
globally.  
 
As noted by many scholars and practitioners, an important aspect of any organization is its 
corporate vision (D‟Aveni, 1995; Leonard, 1995). A vision that permeates the organization 
can provide people with a needed sense of purpose that transcends everyday activities 
(Leonard, 1995). By emphasizing KM in Strategy 2005, the BC was able to enhance its 
strategic competencies. 
 
Enhance structural competencies (corporate level) by restructuring the organization to 
require collaboration. The BC is a unique organization in which most of its employees are 
geographically dispersed making KM both essential and more difficult to implement. The 
way the Council was arranged prior to the reorganization in 2004 had created silos between 
the various country offices and with the UK resulting in immense duplication of products and 
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services. Realizing that the structure was playing a significant role in hindering knowledge 
sharing, the BC restructured the organization in a major overseas change initiative, known as 
regionalization in 2004. Instead of having 110 country offices, the new structure had just 13 
regions. These regions were given regional budgets for products and services thereby forcing 
the countries in each region to work together. The aim of regionalization was to reduce the 
significant duplication of products and services by encouraging the countries in a region to 
work together. Each region is working towards its own individual change programs in its 
countries to enable knowledge sharing, the release of creativity, better understanding of 
customers and greater efficiency. As a result of regionalization, the regional directors have 
been relocated away from the UK to a country in their regional jurisdiction. With 
regionalization, BC staff overseas were forced to think and work regionally. Years 2005 and 
2006 were considered transition years to enable the organization to move towards this new 
way of working. 
 
A key member of the MCS department explained: “From the country-level, the change is 
that decisions are now being made at the regional level. I wouldn’t say that’s bad, in fact it’s 
good. That’s bringing countries together and it brings economies of scale. In many regions, 
we have similar markets, similar customers. It does make sense. But the structure has 
changed significantly in the regions. That’s where it will impact on everything we do....our 
relationship has changed. Rather than dealing with 109 countries, we are dealing with 13 
regions. That of course brings in efficiency, quality, planning. Everything changes.” 
 
The UK operations change program complemented the overseas change program, and the 
restructuring as part of that program began in the UK in 2006 and was completed in April 
2007. The new matrix structure consists of UK project managers across nine projects that the 
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BC has identified as core projects: dual key, marketing & customer service excellence, 
knowledge management, communications, FABs (an SAP integrated system to standardize 
the BC‟s business processes), human resources (HR), strategic business management, finance 
restructuring and contract management. These UK project managers work with their team of 
regional project managers for that sector. This matrix structure encourages co-operative and 
strategic working in the UK and overseas, and hopes to facilitate knowledge flows across the 
organization.  
 
Both the overseas change program and the UK change program have made significant 
changes to the structure of the organization with the aim of fostering, encouraging and 
facilitating collaboration and knowledge sharing. Hence, these two change initiatives as part 
of Strategy 2010 have led to the enhancement of structural competencies. 
 
Enhance cultural competencies (corporate level) by introducing easily understood corporate 
values that best represent the organization, and new collaborative ways of working. An 
organizational culture that is conducive to sharing can lead to more effective KM (Ruppel & 
Harrington, 2001), while Davenport et al. (1998) state that a “knowledge-friendly” culture is 
one of the most important factors for a project‟s success. Underlying the elements of Strategy 
2010 is a set of values guiding the BC: valuing people, integrity, creativity, mutuality and 
professionalism. These values are created to address the problems of the previous 
organizational values that were not well-understood, and which did not address the values of 
mutuality, relationship-building, professionalism and creativity that the organization stood 
for. To help people understand the new values, the BC encouraged discussion to translate the 
values into terms that made sense for everyone. In addition to these values, the BC introduced 
the dual-key working, which is as much about culture changes as it is a mechanism. Dual-key 
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working brings the UK and overseas knowledge about capacity and demand together. It 
involves making decisions about strategy, as well as products and services to meet identified 
needs and expectations, and ensuring that demand is balanced with the British Council‟s own 
ambition. This new way of working helps build a knowledge sharing culture between the 
regions and the UK.  
 
Enhance resource competencies (KM program level) by allocating resources towards 
increasing the awareness of KM and its important role in the new structure. To realize 
regionalization, the KM team needed to create awareness of the KS as an enabler of regional 
collaboration and BC staff needed tools to enable them to work regionally. In response to 
these needs, the KM team held a global KM conference, published KS booklets and 
conducted a KS workshop for overseas KM project managers that had been chosen. At the 
same time, the organization hired a knowledge manager within the commissioning support 
office (CSO) and Geographical Directorate (GD). This raised the profile of KS and helped 
align it with the corporate strategic changes taking place. In 2005, the KM team was moved 
to the Marketing and Customer Service (MCS) department of the BC. This move ensured that 
the implementation of the KS strategy would be aligned with improving customer service, 
one of the key objectives of the BC‟s Strategy 2010 and an area in which KS would have the 
greatest benefits to improving effectiveness and efficiency.  
 
Enhance resource competencies (KM program level) by introducing technical tools to 
facilitate collaborative work. In 2006, the KM team launched the Internal Collaboration 
project to embed KS into the everyday business and provide tools for staff to work regionally. 
As part of this project, the KM team together with the Global Information Systems (GIS) 
team (former CIT) was looking into establishing regional and country intranets using 
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Microsoft SharePoint, creating collaboration spaces, creating shared drives and networks. 
While these tools were important, the project was introduced to look into cultural change in 
the organization, building of virtual teams as a new way of working and the creation of a 
lessons learned project. However, very often, BC staff were more focused on the technology 
of SharePoint rather than its collaborative contributions. A BC staff involved very closely 
with the SharePoint project commented: “People get caught up in the technology of 
SharePoint rather than it being a whole change management to change the ways of working. 
This is an issue that we have to address.” In addition to this Internal Collaboration project, 
the BC is also revamping its information management systems with the help of an external 
consultant.   
 
Outcome: Enhancement of Strategic, Structural, Resources and Cultural Competencies 
The outcome of the BC‟s efforts in their KM program was the enhancement of the 
organization‟s strategic, structural, resources and cultural competencies. Throughout the 
institutionalization of the KM program, the BC took various steps towards enhancing its 
resource competencies by developing the ability to efficiently dedicate human, technological 
and financial resources towards KM activities. In addition, in each stage, the BC made further 
efforts to enhance their other organizational competencies. In Stage 1 and 2, the BC focused 
its efforts on enhancing its strategic, structural and resource competencies by developing the 
ability to create a plan for KM, creating a structure to execute the plan and allocating 
resources to support KM. In these two stages, the BC took action to enhance its strategic and 
structural competencies by creating conducive strategic conditions for the development of 
KM within the organization, as well as a implementing a more formal structure to develop 
KM. In Stage 3, the BC focused its efforts on its strategy and aligned the KM strategy with 
the organization‟s changing needs. Finally, in Stage 4, the BC enhanced its strategic, 
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structural and cultural competencies. In this stage, the BC made the most significant changes 
that would ensure that the management of knowledge becomes institutionalized. Here, the BC 
developed the abilities to align the corporate strategy with KM, as well as restructure and 
build a culture that enables collaboration. Figure 2 summarizes our findings of the BC‟s 



























Strategic Competencies (KM Program Level) 
Competencies: Ability to create a KM strategy 
that reflects the needs of the users and has the 
support of top management. 
How? Pitch KM at senior management to gain 
leadership buy-in 
How? Modify the KM strategy to adopt a 
collaborative approach to KM with technology 
as an enabler 
 
Resource Competencies (KM Program 
Level): Ability to dedicate human, financial and 
technological resources towards KM activities 




Strategic Competencies (KM Program) Ability to 
create a guide for the development of KM within the 
organization.  
How? Create a KM strategy that is based on an 
understanding of the needs of employees 
 
Structural Competencies (KM Program Level): 
Ability to create a structure that improves awareness of 
KM and enables the management of KM activities 
How? Create positions in the organizational structure 
to guide and manage KM 
How? Create senior positions and departments to 
guide and manage KM activities & improve the 
awareness of KM within the organization 
 
Resource Competencies: Ability to dedicate 
technological and financial resources towards KM 
activities 
How? Build an IT infrastructure for KM, as well as 




Strategic Competencies (Corporate Level): Ability 
to align the organization‟s strategy with KM 
How? Identify KM as a key enabler of the corporate 
strategy of the organization 
 
Structural Competencies (Corporate Level): 
Ability to create a structure that facilitates knowledge 
sharing across the organization 
How? Restructure the organization to require 
collaboration 
 
Cultural Competencies (Corporate Level): Nurture 
an organizational culture that is easily understood by 
all employees 
How? Introduce easily understood corporate values 
that best represent the organization 
How? Introduce new collaborative ways of working 
for the organization 
 
Resource Competencies (KM Program Level): 
Ability to dedicate human, financial and 
technological resources towards KM activities 
How? Allocate resources towards increasing the 
awareness of KM and its important role in the new 
structure 
How? Introduce technical tools to facilitate 












































































































Stage 4: Full  Institutionalization 
 
Stage 3: Semi-Institutionalization 
 
Figure 3: Summary of Findings for the BC
9. DISCUSSION 
In this section, we present the findings from the analysis of the BC, a geographically 
dispersed organization‟s KM journey from the late 1990s to 2007 to answer the research 
questions: (1) how do organizations enhance their strategic, structural, cultural and resource 
competencies while implementing a KM program?, and (2) how does the environment 
influence the action taken to enhance the competencies while implementing a KM program? 
9.1. Enhancing Competencies while Implementing KM 
From the BC case, to answer the first research question: how do organizations enhance their 
strategic, structural, cultural and resource competencies while implementing a KM program?, we 
found that the BC, a geographically dispersed organization, adopted a bottom-up strategic 
approach, created a combination of a matrix and hierarchical structure, used a organization-
wide approach to culture and enhanced human, technological and financial resources 
throughout.  
9.1.1. Adopting a Bottom-up Strategic Approach to Implementing KM 
From Figure 2, we can see that the BC began the process of institutionalizing its KM program 
by enhancing its strategic competencies at the KM program level. In response to the 
environmental drivers for KM, the BC created conducive strategic conditions at the KM 
program level that allowed for the development of KM through the KM strategy, fostering 
knowledge sharing, improving awareness of KM and enabling the management of KM 
activities. The organization modified their KM strategy from being a technology-driven one 
to a collaborative one to address the needs of the organization. The strategy addressed a shift 
from direct knowledge („know how‟ and „know what‟) to indirect knowledge („know whom‟) 
(Becker, 2001). In addition, they implemented the KM strategy using pilot projects in some 
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of their globally dispersed offices before deciding which KM tools would best suit the 
organization. Once the geographically dispersed organization had experimented with various 
KM tools and decided on the ones that the BC should adopt, they then implemented the tools 
across the entire global network. Once they had developed and implemented their KM 
program, the BC then incorporated KM into their corporate strategy to ensure alignment 
between the two, and also underwent major restructuring to facilitate knowledge sharing. 
Aligning an organization‟s IS function with the business has been shown in IS literature to 
result in improved organizational effectiveness (Chan, 2002). Hence, the BC adopted a 
bottom-up strategic approach to institutionalizing KM.  
 
For a geographically dispersed organization like the BC, beginning with the implementation 
of the KM strategy is appropriate since it enables the organization to increase awareness of 
KM across the global network and allow the KM strategy to evolve to address the distinct 
needs of the globally dispersed BC staff. With the foundation for KM in place, the BC then 
modified their corporate strategy to align their corporate objectives with KM. For a 
geographically dispersed organization, by adopting a bottom-up approach to strategy 
implementation, it became easier for the BC to garner support and increase awareness of KM 
before it formally became a key enabler of the organization‟s objectives.  
9.1.2. Creating a combination of a Matrix and Hierarchical Structure  
According to Boh et al. (2007), geographical dispersion brings with it increased coordination 
costs since distance reduces the chances of spontaneous informal communication and 
increases the separation due to operating across different time zones. An additional barrier to 
collaboration in geographically dispersed organizations is the strength of the ties that local 
employees have with each other (Boh et al., 2007).  The BC experienced both these barriers 
to effective collaboration and knowledge sharing. According to Becker (2001), structural 
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uncertainty in geographically dispersed organization causes problems for management when 
the decision makers do not have complete visibility of the alternatives and outcomes. Prior to 
the structural changes that were made from 2004 to 2006, the BC‟s country offices operated 
in silos due to the costs of coordination and strength of local ties. This resulted in significant 
duplication of products and services across the global network of BC offices.  
 
To overcome this and “design institutions with appropriate coordination mechanisms” 
(Becker, 2001, p. 1042), the overseas network of the BC underwent a significant restructuring 
in 2004 in which the council decentralized its operations and began operating as 13 regions, 
rather than 110 countries. Funding and projects were to be created by each region, not by 
each individual country. This forced BC staff in the countries within each the 13 regions to 
collaborate with staff from other countries at least within their own region. This overseas 
network can be described as a hierarchy in which the decision making powers lie with the 
regional directors who oversee the work done by the various country directors in their 
regions.  
 
In 2006, the BC restructured its UK headquarters to operate in a matrix structure. The 
rationale behind adopting a matrix structure at the headquarters was to improve collaboration 
within staff located in the UK and improve efficiency to support the operations overseas. The 
matrix structure encouraged cooperation and strategic working between the headquarters and 
the various regions. Hence, the BC adopted a combination of a matrix structure at the 
headquarters and a hierarchical structure to manage the various regions. This combination of 
structures is necessary for a geographically dispersed organization as it decentralizes control 
away from the headquarters while still ensuring that the UK and regional clusters are 
effectively collaborating. Having a single structure across the entire network would have 
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possibly made collaboration much more difficult as was the case prior to the restructuring. 
This is in line with Sharratt & Usoro‟s (2003, p.190) suggestion that “organizations with 
centralized, bureaucratic management styles can stifle the creation of new knowledge, 
whereas a flexible, decentralized organizational structure encourages knowledge-sharing, 
particularly of knowledge that is more tacit in nature”.  
9.1.3. Adopting an organization-wide approach to Culture 
The BC adopted a organization-wide approach to transforming their organizational culture to 
becoming a knowledge-friendly one. The BC introduced a set of values (valuing people, 
integrity, creativity, mutuality and professionalism) that would guide the organization in 
achieving its objectives of its corporate strategy. These values were created to resolve the 
confusion that was present with the previous corporate values, and would enable the 
organization to focus on values like valuing people, creativity, and mutuality to build a 
knowledge sharing culture. In clarifying the corporate values, and making efforts to ensure 
that people understood them, the BC was able to solidify the organization‟s KM culture.  
 
In addition, the BC implemented a new way of working, the dual-key working. This required 
the BC‟s overseas offices to collaborate with the UK headquarters to take decisions on 
strategy, as well as products and services, thus encouraging knowledge sharing between the 
overseas and UK offices. This helped the organization overcome the strength of local ties that 
are a barrier to collaboration in geographically dispersed organizations (Boh et al., 2007) by 
forcing regional BC staff to work collaboratively with staff from the UK headquarters.  
 
Hence, by clarifying the corporate values and introducing a new way of collaborative 
working for the whole organization, the BC was able to enhance its cultural competencies 
and build a knowledge-friendly culture by adopting a organization-wide approach. For an 
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organization that is so geographically dispersed like the BC, using organization-wide 
corporate values to create a conducive culture for KM may be beneficial since implementing 
KM tools will require significant costs and will depend on the level of support of individual 
regional directors to promote these tools within their regions. Organizational values 
encompass all aspects of the organization and hence, employees, regardless of their location, 
will need to embrace them.  
9.1.4. Continuous Enhancement of Resource Competencies 
In each stage of the process of implementing its KM program, the BC‟s management took 
action, as a result of the stress and inertial environmental forces, to enhance its resource 
competencies by dedicating human, technological and financial resources towards KM 
activities. In terms of human resources, the BC created various positions (including CKO) 
and departments within the organizational structure in order to build awareness of KM within 
the organization. Grover & Davenport (2001) highlight that the role of chief knowledge 
office (CKO) is an important role for operational and symbolic reasons. Operationally, CKOs 
design the knowledge architecture and are in the top position for reporting relationship for 
knowledge professionals. Symbolically, the presence of the CKO indicates that the 
organization views KM as critical to its success (Holsapple & Joshi, 2000), as in the case of 
the ADB.  In addition, the BC created communities of practice known at Knowledge and 
Learning Centres (KLCs). According to Becker (2001), a key strategy of managing 
geographical dispersion of knowledge is to create communities of practice which interrelate 
and connect the knowledge individuals have. The KLCs brought BC staff across the global 
network together to share knowledge and create lessons learnt documents to facilitate 




Technologically, the BC dedicated significant resources towards implementing various KM 
tools and pilot projects (like GTI(II), the KLCs, Microsoft Sharepoint) to enable knowledge 
sharing and collaboration. Being a geographically dispersed organization, the use of 
communication and telecommunications technology becomes necessary to facilitate resource 
sharing and communication across large distances (Boh et al, 2007).  
 
For both the above two areas of resources, having adequate financial funding was crucial and 
essential. Holsapple & Joshi (2000) posit that financial resources put a ceiling on what can be 
expended on knowledge activities and “financial resource availability may affect the 
execution of leadership, coordination, control and measurement”.  Hence, the BC dedicated 
human, technical and financial resources towards its KM program, throughout the 
institutionalization process.  
9.2. Understanding the Influence of the Environment on Enhancing Competencies 
To answer the second research question: how does the environment influence the action taken 
to enhance the competencies while implementing a KM program?, we found that in the BC, 
the organization responded to the various stress and inertial environmental forces by using a 
set of EIMs. We characterized the environment and corresponding EIMs for the BC.  
9.2.1. Characterizing the KM Environment for the BC 
In the analysis section, we characterized the environmental forces surrounding the 
implementation of KM programs in the BC. In doing so, we contribute to current KM 
research on the environment. While there has been vital research on the environment in the 
context of KM (e.g. Argote et al., 2003b; Gold et al., 2001; Ruppel & Harrington, 2001; 
Holsapple & Joshi, 2000; Brown & Dugid, 1998; Davenport & Prusak, 1998), there has been 
a focus on the technical and rational environments while paying less attention to the social 
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environment. Also, there have not been significant efforts to move away from just identifying 
the environmental forces to characterizing the various environment forces. We used 
institutional theory to help us describe the environmental forces, including those from the 
social environment, based on the three pillars of the organization (Scott, 2001) and whether 
they are stress and inertial forces (Greenwood & Hinnings, 1996). Based on this, we have 








Environmental Force Context of Use 
Regulative 
Pillar 
Stress Customers & 
Government 
Bodies  
Compelling Force A pressure from another 






Caused by silos of groups or 
individuals created by the formal 
organizational structure  
Technology Unbalancing Force Caused by excessive attention on 
one aspect while ignoring other 
equally important  issues 





strategies & the 
Operating 
environment 







Exemplifying Force Pressure arising from the success 
of a competitor 
Organizational 
Culture 
Tensional Force Caused by a lack of clarity in the 
implementation of initiatives or 
strategies 
Table 16: BC’s Environmental Forces 
From the analysis in the previous section, we can draw the following conclusions about the 
BC‟s environment.  
Stress Forces: Dominated by Compelling Forces from the Regulative Pillar 
The BC‟s desire to become a learning organization was a result of numerous stress forces, as 
shown in Table 17. It is an interesting observation that the BC‟s stress forces arose solely out 
of the external environment of the organization: the government, operating environment, 
partner organizations and customers. In Stage 1 and 2, the organization experienced stress 
forces from the government (compelling force), changing operating environment (renewal 
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force) and partner organizations (exemplifying force). In Stage 3, the BC did not face any 
new stress forces. In Stage 4, the BC faced further compelling forces from the government 




Stages of Institutionalization  
1 & 2: Innovation & Pre-
Institutionalization 
3: Semi-Institutionalization 4: Full-Institutionalization 
Regulative Compelling No Stress Forces Compelling 




Table 17: Sequence of Stress Forces in the BC 
From Table 17, it is evident that the number of stress forces acting on the BC reduced over 
the four stages of institutionalization. However, this does not mean that the intensity of the 
stress forces reduced. The compelling force that was exerted by the organization‟s customers 
and government was the dominant force throughout the institutionalization process. Hence, 
for the BC, it can be concluded that the major pressure to become a knowledge-organization 
was due to the action of compelling forces from the external stakeholders of the organization, 
and arising from the regulative pillar of the organization.  
Inertial Forces Enable Institutionalization 
The BC‟s inertial forces arose from within the organization and were present only in Stage 3 
and 4 of the institutionalization process of their KM program. In Stage 3, the BC experienced 
inertial forces from its limited resources (constraining force), excessive focus on technology 
(unbalancing force) and the organizational structure (structural insular force).  In the final 
stage, the organization experienced tensional forces from its organizational culture. This is 




Stages of Institutionalization  
1 & 2: Innovation & Pre-
Institutionalization 
3: Semi-Institutionalization 4: Full-Institutionalization 







Table 18: Sequence of Inertial Forces in the BC 
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One of the most interesting findings from the analysis of our data was that the inertial forces 
(structural insular forces, constraining forces, unbalancing, and tensional forces) were 
brought to light only when the organization began placing emphasis on KM. The BC realized 
that they needed to make changes that would overcome these inertial forces, and took action 
towards this. These inertial forces provided the organization with a “push” to make the 
changes that would enable it to achieve its goals of becoming a learning organization. 
Therefore, an important finding here is that inertial forces can, like stress forces, result in an 
organization taking steps towards achieving its goal of becoming a knowledge-based one. 
This is provided that the organization first identifies these inertial forces, second realizes that 
these forces are inhibiting change, and third decides to take action to manage these inertial 
forces. What is important is that while inertial forces may provide resistance at one point in 
time, they may foster change in another. Organizations that are aware of their stress and 
inertial forces can take the appropriate action that would help them achieve their goals.  
Dynamic KM environment - Environment that is Influenced by Organizational Action 
In Stage 3, the BC faced inertial forces that were a result of the actions taken by the 
organization in the previous 2 stages. In Stage 1 and 2, the BC had introduced various KM 
tools like the KLCs, I-chat, and databases. While these tools enabled BC staff to have means 
to share knowledge, the organization lacked adequate resources to allocate to fully 
implementing these tools. In addition, many of the tools implemented were based on the use 
of technology which did not meet the needs of the users at that time. Hence, the very tools 
that were intended to enable KM, resulted in constraining and unbalancing inertial forces. 
This shows that the environment is not only continuously changing but it is dynamic. While 
the environment influences the action taken by management, the action taken can also in turn 
influence the environment and create further pressures for change.   
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9.2.2. BC’s Environment Interpretation Mechanisms (EIMs) 
We found that KM researchers have in the past studied the environment rather independently 
of organizational action, while making the subtle assumption that the environment influences 
organizational action. KM research on the environment has focused on the environmental 
factors influencing the decision to implement KM and those influencing the actual 
implementation of KM programs (e.g. Bhandar et al., 2007; Gold et al., 2001; Ruppel & 
Harrington, 2001; Holsapple & Joshi, 2000; Brown & Dugid, 1998; Davenport & Prusak, 
1998) while KM research that examines organizational action has focused on the processes 
and mechanisms that are concerned with knowledge acquisition, creation, sharing and use 
with the intention of improving an organization‟s competitiveness (e,g, Dimitriades, 2005; 
Argote et al., 2003a; Pan & Leidner, 2003) as well as the steps needed to implement KM 
strategies in organizations (e.g. Maier & Remus, 2003; Massey et al., 2002).  
 
To make sense of the various environmental forces of the BC described in Table 16, we 
defined a set of Environment Interpretation Mechanisms (EIMs) as shown in Table. EIMs 
describe how the organization comprehends the environmental forces. These EIMs help us 
link the independent environment and action levels of analysis in KM research, and answer 
our research question on “how” the environment influences organizational action. In the case 
of the BC, a geographically dispersed organization, the organization used the following set of 







Environmental Force Environmental 
Interpretation Mechanisms 
(EIMs) 






Placate (someone) by agreeing to their demands  
Renewal Forces Adaptation  
 
The action or process of becoming adjusted to 
new conditions  
Exemplifying Forces Emulation  To try to equal or surpass, typically by imitation  
Structural Insular 
Forces 
Cultural Insular Forces 
Collaboration  To work jointly on an activity or project  
Constraining Forces Resource  A stock or supply of materials or assets that can be 
drawn on in order to function effectively  
Tensional Forces Concentration Focus all one‟s attention or mental effort on an 
object or activity.  
Unbalancing Forces Balancing The ability to bring about equilibrium and equal 
distribution 
Table 19: EIMs used by the BC 
 
An examination of the EIMs used by the BC revealed that certain mechanisms played a more 
significant role than others in enabling the organizations to take action in order to enhance 
their competencies and institutionalize their KM program. To determine these mechanisms, 
we looked to the environmental forces. The environmental forces that were described by 
interviewees as “key”, “important”, or “significant” (and their synonyms) were considered to 
have had a greater influence on the KM program of the organization. Hence, the mechanisms 
corresponding to these environmental forces would be more important than the rest since they 
played a more significant role in shaping the action taken by the organization. Another way to 
determine mechanisms were more important would be to look at the frequency with which 
these mechanisms were used. We used both the above techniques to decide on which 
mechanisms played a greater role in the BC.  
 
We found that for the BC, a geographically dispersed organization, the key EIMs used were 
the appeasement and adaptation mechanisms. For a geographically dispersed organization 
like the BC, this reflects the organization‟s desire to satisfy the needs of its customers and 
government bodies, as well as to align itself with the changing operating environment. 
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In conclusion, for the BC, being a geographically dispersed organizations, the organization 
enhanced its strategic, structural, cultural and resource competencies by adopting a bottom-up 
strategic approach, creating a combination matrix and hierarchy structure, using organization-
wide tools to enhance the culture and using human, technological and financial resources 
throughout the institutionalization of KM. The organization also faced numerous stress and 
inertial environmental forces which the BC made sense of using various EIMs, especially the 
appeasement and adaptation mechanisms. The influence of the environment on the action that 
the organization takes in response is a result of the way the BC comprehended the 
environmental forces using the EIMs. Hence, an important finding here is the EIMs that 

















10. CROSS-CASE ANALYSIS 
In this section, the findings from the cross-case analysis of the Asian Development Bank 
(ADB) and British Council (BC) are presented to answer the third research question 
undertaken in this thesis: How does the process of enhancing the strategic, structural, cultural 
and resource competencies while implementing KM programs vary between geographically 
centralized organizations and geographically dispersed organizations?  
 
The Asian Development Bank (ADB) and British Council (BC) are both public sector 
organizations with different objectives. The ADB is a development bank that seeks to 
eliminate poverty from the Asia-Pacific region, whereas the BC is interested in the promotion 
of British culture across the world. While their objectives may be very different, both these 
organizations face similar challenges. With the rapid economic growth of the world 
economies, the roles and identities of these two organizations are being challenged. For the 
ADB, with the booming Asian economies in the last few years, the relevance of the ADB as a 
premier loan institution has been challenged. With the advent of terrorism and globalization, 
the pressures on the BC to maintain and facilitate trust between the UK and the rest of the 
world while meeting the growing demands of their customers has become a challenge. In 
addition, both the ADB and BC were facing the problem of duplication of efforts which was 
resulting in reduced efficiency.  
 
To meet these challenges and ensure their relevance in today‟s world, both the ADB and BC 
have had to turn their attention towards managing their knowledge assets in a way that will 
provide them with a competitive advantage in providing a value-added service to their 
customers. For the ADB, knowledge has become a critical resource that the organization has 
to harness in order for it to meet its customers need to move away from providing just 
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financial loans towards providing knowledge services. The BC, similarly, needs to tap into its 
geographically dispersed knowledge assets in order to deliver exemplary efficient products 
and service to their customers. Hence, while the ADB and BC have very different 
overarching goals, they are both public sector organizations that have implemented 
knowledge management to meet the similar challenges they face, making them suitable 
organizations to be compared with one another. Comparing the ADB and BC has the 
potential to provide some powerful insights. Before we begin this comparison, it is important 
to highlight a key difference in the way these two organizations are arranged geographically.  
 
The ADB is a geographically centralized organization with the majority of its staff located at 
its headquarters in Manila, Philippines with a small number of employees remotely located at 
the Resident Missions (RMs) in the Developing Member Countries (DMCs). On the other 
hand, the BC is a geographically dispersed organization with the majority of its staff located 
outside the UK in more than 110 countries where the actual operations of the organization 
takes place. The headquarters in the UK, in the cities of London and Manchester, comprise of 
the employees who support these operations overseas. This key difference between the ADB 
and BC makes the implementation of their KM programs different, and hence has the 
potential to reveal deep insights into the manner in which KM programs are implemented in 
geographically centralized vs geographically dispersed organizations. The dispersedness of 
organizational knowledge is discussed by Becker (2001) and Boh et al. (2007) as a 
characteristic of organizations that has not received much attention in KM literature. In 
addition, there is even less research that examines the differences in implementation of KM 
programs between geographically centralized and dispersed organizations, a gap that needs to 
be addressed. With this gap in mind, in the next few sections, we aim to compare the 
environmental forces, EIMs and actions taken by these two organizations. 
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10.1. The KM Environment 
The cases of the ADB and BC show that the implementation of KM programs is not 
conducted in isolation from the environment and is influenced by the environment. This 
supports the work of many KM researchers in the past (e.g. Argote et al., 2003b; Gold et al., 
2001; Ruppel & Harrington, 2001; Holsapple & Joshi, 2000; Brown & Dugid, 1998; 
Davenport & Prusak, 1998). Both the cases reveal that the forces from the internal and 
external environments of the organization (1) came from various aspects or stakeholders of 
the organization, and (2) can be categorized as stress or inertial forces, with the inertial forces 
having the potential to becoming drivers of KM over time. In an effort to better understand 
these forces that surround the implementation of a KM program, we characterized the forces 
arising out of the “KM environment” and developed a taxonomy of environmental forces 
based on their role in the process of institutionalizing a KM program. The “KM environment” 
here refers to the internal and external environment of the organization that is relevant to the 
implementation of KM programs. Table 13 shows the various environmental forces based on 
the ADB and BC cases, and the context of their use. By characterizing the forces in the KM 
environment, we have extended KM research on the environment to having a much-needed 
framework of the various environmental forces at play when implementing KM programs. 
This will enable researchers and practitioners to make better sense of their KM environment.  
 
A useful way of understanding the KM environment is to categorize the forces in Table 13 
into the internal and external environments. The internal KM environment consists of the 
factors within the boundaries of the organization. The external KM environment can be 
divided into the micro-KM environment and the macro-KM environment. The micro-
environment consists of factors that directly influence the organization‟s implementation of 
their KM program, and affect only firms in a particular industry. The macro-environment is 
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made up of factors that are beyond an organization‟s control, and that act to influence the 














Bodies & Funding 
Bodies 
Compelling Force A pressure from another 




Structural Insular Force Caused by silos of groups or 
individuals created by the formal 
organizational structure  
Resources Constraining Force Created by a limitation in a 
resource 
Initiative Structure Discouraging Force Prevents active and complete 




Tensional Force Caused by contradictions in the 
implementation of initiatives or 
strategies 
Technology Unbalancing Force Caused by excessive attention on 
one aspect while ignoring other 




strategies & the 
Operating 
environment 




Inclusion Force A desire to want to be involved 
Assessment by  
Professional 
Bodies 





Stress Employees Appealing Force A pressure arising from an 






Exemplifying Force Pressure arising from the success 
of a competitor 
Organizational 
Culture 
Cultural Insular Force Caused by silos of groups or 
individuals created by the 
organizational culture 
Tensional Force Caused by a lack of clarity in the 
implementation of initiatives or 
strategies 
 
Table 20: KM Environmental Forces 
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Figure 4: An Organization’s KM Environment 
 
Comparing the KM environment of the ADB and BC, as shown in Figures 4 and 5, reveal 
some interesting differences. The ADB‟s (geographically centralized organization) KM 
environment consist of forces from the internal and micro-environments. The organization‟s 
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KM program is not influenced by the macro-environment. Hence, this type of environment 
configuration can be described a “proximate environment” (Figure 4). On the other hand, the 
BC‟s (geographically dispersed organization) KM environment in Figure 5 consists of 
environmental forces from the internal, mirco- and macro-environments. Hence, the BC‟s 
environment configuration can be described as a more “distant environment”. 
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Figure 6: “Distant” KM Environment of Geographically Dispersed Organizations 
10.2. Environmental Interpretation Mechanisms (EIMs) 
The most significant contribution of this research is the development of Environmental 
Interpretation Mechanisms (EIMs) that enable us to link two levels of organizational analysis 
– the environment and action levels. These two levels have been studied as rather distinct 
bodies of KM literature. The body of research on the environment has focused on the 
environmental factors influencing the decision to implement KM and those influencing the 
actual implementation of KM programs (e.g. Gold et al., 2001; Ruppel & Harrington, 2001; 



























research that examines organizational action has focused on the processes and mechanisms 
that are concerned with knowledge acquisition, creation, sharing and use with the intention of 
improving an organization‟s competitiveness (Dimitriades, 2005; Argote et al., 2003a) as 
well as the steps needed to implement KM strategies in organizations (e.g. Maier & Remus, 
2003; Massey et al., 2002). In order to study the environment and action levels 
independently, KM researchers make the subtle assumption that the environment influences 
organizational action. We seek to find support for and to reinforce this assumption by 
understanding the mechanisms used by organizations to understand the environment before 
taking action. The research done here helps us to bridge the gap between the two bodies of 
KM literature and understand the influence of the environment on organizational action. 
 
Environmental Interpretation Mechanisms (EIMs) translate the environmental forces into 
action taken by an organization and describe how the organization comprehends the 
environmental forces. To understand this, we draw on the concept of perceptual process 
(Anderson & Paine, 1975; Zalkind & Costello, 1962) that has been developed to understand 
organization-environment interaction. According to these researchers, an organization‟s 
response is strongly influenced by the perceptual process, or managers‟ perceptions of the 
environment. Through this process, organizations receive external (and internal) stimuli 
which they filter, organize and interpret. The perceptions created are a key factor in 
accounting for the decisions and resulting strategies of organizations (Anderson & Paine, 
1975). Organizations then act upon the perceptions that were formed by this process. It is 
based on this that we introduced the concept of “Environmental Interpretation Mechanisms” 
or EIMs. In the previous section, we have developed a framework through which we can 
examine the KM environment and the various forces at play. Here, we present a framework 
(Table 14) of the various EIMs that organizations use to make sense of the KM 
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environmental forces before taking action. The EIMs developed here apply to the context of 
KM.  
Environmental Force Environmental 
Interpretation Mechanisms 
(EIMs) 











The action or process of becoming adjusted to 
new conditions  
Exemplifying Forces Emulation  To try to equal or surpass, typically by imitation  
Structural Insular 
Forces 
Cultural Insular Forces 
Collaboration  To work jointly on an activity or project  
Constraining Forces Resource  A stock or supply of materials or assets that can be 
drawn on in order to function effectively  
Discouraging Forces Recognition  Appreciation or acknowledgement  
Growth Forces Improvement An instance of making or becoming better  
Tensional Forces Concentration Focus all one‟s attention or mental effort on an 
object or activity.  
Unbalancing Forces Balancing The ability to bring about equilibrium and equal 
distribution 
Table 21: KM Environmental Interpretation Mechanisms (EIMs) 
 
An examination of the EIMs used by the ADB and BC reveal that certain mechanisms played 
a more significant role than others in enabling the organizations to take action in order to 
enhance their competencies and institutionalize their KM program. To determine these 
mechanisms, we looked to the environmental forces. The environmental forces that were 
described by interviewees as “key”, “important”, or “significant” (and their synonyms) were 
considered to have had a greater influence on the KM program of the organization. Hence, 
the mechanisms corresponding to these environmental forces would be more important than 
the rest since they played a more significant role in shaping the action taken by the 
organization. Another way to determine mechanisms were more important would be to look 
at the frequency with which these mechanisms were used. We used both the above techniques 
to decide on which mechanisms played a greater role in the ADB and BC.  
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We found that for the ADB, a geographically centralized organization, the key EIMs used 
were the appeasement and collaboration mechanisms. This reflects the organization‟s desire 
to satisfy the needs of its employees, customers and funding bodies, as well as to improve the 
structure and culture to enable knowledge flows. On the other hand, the BC, a geographically 
dispersed organization, used the appeasement and adaptation mechanisms which reflect the 
organization‟s desire to satisfy the needs of the government and their customers while 
aligning itself to the changes in the operating environment.  
10.3. Comparing the Actions of the ADB and BC in Enhancing their Competencies 
In this section, we compare the actions taken by the ADB and BC as a result of their 
interpretation of the environmental stimuli in the areas that they enhanced their competencies, 
namely, strategy, structure, culture and resources. From this comparison, we will be able to 
compare the actions to enhance organizational competencies in the context of KM between 
geographically centralized and dispersed organizations.  
10.3.1. Strategy 
The ADB and BC both enhanced the strategic competencies during the implementation of 
their KM programs. However, the approach taken was different with the ADB implementing 
their strategic changes from the top-down while the BC implemented their strategic changes 
from bottom-up. It should be noted here that for both the organizations, the use of the terms 
top-down and bottom-up is with reference to the levels (corporate, operational and KM 
program) at which the strategic changes were made.  Hence, a top-down approach would 
begin with the corporate level and move down to the operational levels, whereas a bottom-up 
approach would begin with the KM program and operational levels and move up to the 
corporate levels. The use of the terms top-down and bottom-up should be viewed in this 
context, and not in its conventional sense. Strategic management researchers tend to use top-
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down and bottom-up strategic implementation to refer to the level of management that is 
involved in making the strategic changes (Thakur, 1998). However, in our use of the terms, 
the strategic changes were all made by top-management, with different approaches to its 
levels of implementation.  
 
The ADB enhanced its strategic competencies in stage 1 (innovation stage), stage 3 (semi-
institutionalization stage) and stage 4 (full-institutionalization stage). In each of these stages, 
the objectives for enhancing their strategic competencies were different. In stage 1, the ADB 
focused on the corporate strategy by modifying the long-term and medium term strategies to 
make KM a primary organizational objective. In doing so, the ADB created conducive 
strategic conditions for the development of KM within the organization. With the corporate 
level strategic competencies enhanced, the ADB then moved to enhancing its strategic 
competencies at the KM program and operational levels in stage 3. By first creating a KM 
strategy for the organization and aligning relevant operational strategies, like the HR and IT 
strategies, to the KM strategy, the ADB achieved alignment between its corporate, 
operational and KM strategies. Finally, in stage 4, the ADB enhanced its strategic 
competencies at the KM program level by rethinking the KM strategy to ensure that it had a 
long-term and sustainable focus to it. Hence, the ADB‟s enhancement of its strategic 
competencies can be classified as a top-down approach since it began at the corporate level, 
then the operational and KM program levels.  
 
The BC enhanced its strategic competencies in all the four stages of institutionalizing their 
KM program. In the first 3 stages (innovation, pre-institutionalization and semi-
institutionalization stages), the BC focused its efforts on enhancing its strategic competencies 
at the KM program level. The BC created and modified its KM strategy that would guide the 
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development of KM within the organization, adopt a collaborative approach that reflected the 
needs of the users and have the support of top-management. In the final stage, with the KM 
strategy in place, the BC took action to enhance its strategic competencies at the corporate 
level by identifying KM as a key enabler of the corporate strategy. This resulted in alignment 
between the KM program and corporate levels of the organization‟s strategies.  The BC‟s 
approach to enhancing its strategic competencies can be classified as bottom-up approach 
since greater emphasis was given to enhancing its strategic competencies at the KM program 
level and then at the corporate level.  
 
For geographically centralized organizations, adopting a top-down approach may be more 
feasible, as can be seen from the ADB, since the majority of staff who will be influenced by 
KM are located in one geographic location. This makes it easier for the organization to justify 
the need for the changes to the corporate strategy to embrace KM, as well as communicate 
the alignment of KM to the organization‟s objectives. On the other hand, for geographically 
dispersed organizations like the BC, communicating the rationale and justifying the changes 
to the corporate strategy would be much more challenging given the geographic distances. 
Hence, for geographically dispersed organizations, it may be better to start with introducing 
the KM strategy within the headquarters to experiment, pilot and “get it right”, and then 
expanding it to include the entire organization. 
10.3.2. Structure 
It is well-recognized in KM research that the organizational structure has a role of play in 
determining how well KM initiatives are institutionalized. Sharratt & Usoro (2003, p.190) 
suggest that “organizations with centralized, bureaucratic management styles can stifle the 
creation of new knowledge, whereas a flexible, decentralized organizational structure 
encourages knowledge-sharing, particularly of knowledge that is more tacit in nature”. The 
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ADB and BC have both demonstrated that a major structural change is required to facilitate 
and encourage knowledge flows across the organization in order to improve efficiency and 
effectiveness. Both these two geographically centralized and geographically dispersed 
organizations have adopted matrix structures at their headquarters. However, the fundamental 
difference between them is the size of their headquarters.  
 
In the ADB, the large majority of staff are located at the headquarters with much small 
numbers as remotely located teams in the Developing Member Countries (DMCs). Hence, 
ADB‟s main structure is a matrix structure with 5 Regional Departments (RDs), each with 4 
sector divisions. In addition, the organization created a knowledge bank, the Regional and 
Sustainable Development Department (RSDD). Hence, for a geographically centralized 
organization like the ADB, a matrix structure would enable greater collaboration, knowledge 
flows and knowledge sharing to take place. Also, for these organizations where majority of 
staff are in one location, implementing such a complex change to a matrix structure would be 
more feasible.  
 
In the BC, on the other hand, the majority of their staff are located in their overseas offices. 
The BC made changes to its structure overseas, as well as in the UK. Instead of having 110 
country offices, the new structure had just 13 regions. These 13 regions, which were the 
remotely located teams, in turn had their own hierarchical structure. For example, the 
Southeast Asia region would have all its country directors report to it regional director 
located in Singapore. The regional director would then report to the UK. In the UK, being the 
headquarters providing support to the regional offices, the BC adopted a matrix structure with 
nine project areas and the regional project managers. Hence, for a geographically dispersed 
organization like the BC, a combination of matrix structure at the headquarters, and 
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hierarchical structures in the remotely located teams enables knowledge sharing.  Given the 
large numbers of employees who are geographically dispersed, it seems reasonable to have a 
more hierarchical structure to manage these numbers and ensure smooth operations.  
10.3.3. Culture 
Organizational culture has been identified by many KM researchers as either a catalyst or 
hindrance to knowledge creation and sharing (Alavi & Leidner, 2001). Davenport & Prusak 
(1998) have emphasized that a knowledge-friendly organizational culture is one of the more 
important success factors of KM initiatives, and that the implementation of KM initiatives 
requires a culture that promotes knowledge sharing. Given the importance of a conducive 
organizational culture to the institutionalization of KM programs, we compare the actions 
taken by the ADB and BC towards fostering a knowledge-friendly culture. It should be noted 
that both the organizations enhanced their cultural competencies in the semi-and/ or full-
institutionalization stages, after they had built the strategic, structural and resource 
foundations for KM to be institutionalized.  
 
The ADB made use of KM tools such as CoPs to address broader organizational issues like 
structural silos and the power hoarding or lack of trust among ADB staff. In addition, the 
ADB is in the process of including KM as part of the promotion criteria to certain 
management positions. This changes the culture of the organization from placing importance 
to the number of projects being conducted by staff to their contributions towards the 
generation, management and usage of knowledge in the organization. ADB‟s approach to 
transforming its organizational culture to be more knowledge-friendly has been through KM 
tools. Hence, the ADB, being a geographically centralized organization, uses a KM-approach 
to enhancing its cultural competencies. Having the majority of its staff in one location makes 
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its easier for the ADB to implement and monitor KM tools to address organizational culture 
issues, as well as communicate the rationale behind these tools.  
 
On the other hand, the BC adopted a organization-wide approach to transforming their 
organizational culture to becoming a knowledge-friendly one. The BC introduced a set of 
values (valuing people, integrity, creativity, mutuality and professionalism) that would guide 
the organization in achieving its objectives of its corporate strategy. These values were 
created to resolve the confusion that was present with the previous corporate values, and 
would enable the organization to focus on values like valuing people, creativity, and 
mutuality to build a knowledge sharing culture. In clarifying the corporate values, and 
making efforts to ensure that people understood them, the BC was able to solidify the 
organization‟s KM culture. In addition, the BC implemented a new way of working, the dual-
key working. This required the BC‟s overseas offices to collaborate with the UK headquarters 
to take decisions on strategy, as well as products and services, thus encouraging knowledge 
sharing between the overseas and UK offices. Hence, by clarifying the corporate values and 
introducing a new way of collaborative working for the whole organization, the BC was able 
to enhance its cultural competencies and build a knowledge-friendly culture by adopting a 
organization-wide approach. For an organization that is so geographically dispersed like the 
BC, using organization-wide corporate values to create a conducive culture for KM may be 
beneficial since implementing KM tools will require significant costs and will depend on the 
level of support of individual regional directors to promote these tools within their regions. 
Organizational values encompass all aspects of the organization and hence, employees, 
regardless of their location will need to embrace them.  
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10.3.4. Resources 
To enable organizations to enhance their strategic, structural and cultural competencies while 
implementing their KM programs, requires the allocation of human, financial and 
technological resources towards KM. This is regardless of whether an organization is a 
geographically centralized or dispersed organization. Both the ADB and BC dedicated 
resources towards KM, and in doing so ensured that the organizational changes necessary 
were able to take place to institutionalize KM.  
 
The ADB first dedicated human, finanical and technological resources to create a KM 
strategy for the organization, as well as a standardized Knowledge Management System 
(KMS) to address the needs of the organization at that time. The organization also created 
positions and departments to guide and manage KM activities in order to improve the 
awareness of KM within the organization. With that in place, further human and financial 
resources were allocated towards communities of practice (CoPs) to ensure that they were 
well-resourced to facilitate knowledge sharing. The ADB realized that technology was not 
sufficient to managing knowledge and that they needed tools and avenues for knowledge 
sharing. Finally, and perhaps the most important in ensuring historical continuity of KM, the 
ADB has made a resolve to be committed to resourcing the KM program. 
 
The BC began its enhancement of resource competencies by dedicating technological and 
financial resources towards building an IT infrastructure and tools that would allow for 
knowledge sharing to be facilitated. The BC started with technology and soon realized that it 
was not meeting the needs of their employees and needed a collaborative approach to 
knowledge management. The BC then implemented Knowledge and learning Centres (KLCs) 
which were essentially communities of practice and knowledge champion awards to focus on 
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the softer side of KM. Before implementing organization-wide KM tools, the BC introduced 
pilot KM projects through which they understood better the needs of the organization. One 
such pilot project was the SharePoint website which was piloted in the East Asia region in 
which Singapore is a part. Finally, the BC dedicated human, financial and technological 
resources towards increasing awareness of KM with organization-wide tools to enable 
efficient and effective knowledge management.  
 
The differences in the environment, EIMs and action taken during the process of enhancing 
strategic, structural, cultural and resource competencies, within the context of KM, between 
geographically centralized and geographically dispersed organizations can be summarized in 
Figure 6 below. In summary, we found that geographically centralized organizations 
experienced “proximate” environmental forces from the KM environment and used 
appeasement, collaboration and resource EIMs to make sense of the environmental forces. On 
the other hand, geographically dispersed organizations experienced “distant” environmental 
forces and used appeasement and adaptation EIMs to interpret the environmental influences.   
 
We have found that geographically centralized organizations respond to the EIMs by 
adopting a top-down strategic approach beginning with changes to the corporate strategy and 
then to the KM and operational strategies. Also, such organizations adopt a matrix structure 
in their headquarters and a KM-approach to enhancing their cultural competencies. 
Geographically dispersed organizations, on the other hand, respond to the EIMs to manage 
the dispersedness of knowledge by adopting a bottom-up strategic approach beginning with 
changes to the KM strategy and then moving up to the corporate strategy. In terms of 
structure, geographically dispersed organizations adopt a combination of a matrix structure in 
the headquarters, and a hierarchical structure to organize the remotely located teams. Such 
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organizations adopt an organization-wide approach to enhancing their cultural competencies. 
Both geographically centralized and dispersed organizations dedicate human, financial and 
technological resources towards implementing their KM program, thereby enhancing their 











Enhancement of strategic, structural, cultural 
and resource competencies 
 
 
External (Micro) Environment 



















 Remotely Located 
Employees 
 Internal Departments 


















Geographically Centralized Organization 
 
Strategy: Top-Down 
How? Modify the long-term and medium 
term corporate strategy to make KM a 
primary organizational objective, and ensure 
that it stays a top priority on the 
organization‟s corporate agenda 
How? Create a KM strategy, align it to the 
other operational strategies of the 
organization, and update the strategy to 
ensure its historical continuity 
 
Structure:  










How? Create avenues for knowledge 
sharing (like communities of practice) that 
build trust and address structural silos 
How? Provide incentives as part of the HR 
promotion policies.  
 
Resources: Dedicate human, financial and 








Geographically Dispersed Organization 
 
Strategy: Bottom-Up 
How? Create a collaborative KM strategy 
that is based on the needs of the users and in 
which technology is an enabler.  
How? Gain support from top management 
How? Identify KM as a key enabler of the 
corporate strategy of the organization.  
 
Structure:  








Culture: Organization-wide approach 
How? Clarify the organization‟s corporate 
values 
How? Implement new collaborative ways of 
working for the whole organization 
 
Resources: Dedicate human, financial and 




Figure 7: Findings of the Differences in Enhancement of Competencies in KM Programs between Geographically Centralized and Distributed Organizations
11. CONTRIBUTIONS 
11.1. Theoretical Contributions 
This thesis makes three main theoretical contributions. Firstly, this research further 
contributes to a relatively new and emerging area of KM research that looks at issues 
surrounding managing knowledge across geographical dispersion. With globalization and 
virtualization, dispersedness of knowledge has become an important characteristic of 
knowledge that has received little attention in the knowledge-based view of the firm (Boh et 
al., 2007) and therefore requires more attention from KM researchers (Becker, 2001). 
Towards this end, the research done here has compared the process of enhancing 
organizational competencies while implementing KM programs, as well as the influence of 
the environment on the process, between geographically centralized and geographically 
dispersed organizations. This addresses the call by Becker (2001) and Boh et al. (2007) to 
study issues surrounding the dispersedness of knowledge in order to build theoretical 
arguments to understand how managers resolve the challenges of working across 
geographical boundaries.  
 
This study has shown that geographically centralized and dispersed organizations vary in the 
influences of the environment on the KM program, as well as the way they enhance their 
strategic, structural, cultural and resource competencies.  It was found that geographically 
centralized organizations experienced “proximate” environmental forces from the KM 
environment and used appeasement and collaboration EIMs to make sense of the 
environmental forces. It was found that geographically centralized organizations respond to 
the EIMs by adopting a top-down strategic approach beginning with changes to the corporate 
strategy and then to the KM and operational strategies. Also, such organizations adopt a 
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matrix structure in their headquarters and a KM-approach to enhancing their cultural 
competencies.  
 
On the other hand, geographically dispersed organizations experienced “distant” 
environmental forces and used appeasement and adaptation EIMs to interpret the 
environmental influences.  Geographically dispersed organizations respond to the EIMs to 
manage the dispersedness of knowledge by adopting a bottom-up strategic approach 
beginning with changes to the KM strategy and then moving up to the corporate strategy. In 
terms of structure, geographically dispersed organizations adopt a combination of a matrix 
structure in the headquarters, and a hierarchical structure to organize the remotely located 
teams. Such organizations adopt an organization-wide approach to enhancing their cultural 
competencies. Both geographically centralized and dispersed organizations dedicate human, 
financial and technological resources towards implementing their KM program, thereby 
enhancing their resource competencies. Hence, the research done here contributes towards 
the dearth of research that examines the issue of dispersedness of organizational knowledge 
by comparing the enhancement of organizational competencies of geographically centralized 
and dispersed organizations.  
 
Secondly, the research undertaken here extends KM research by incorporating process-based 
competency discussions into the field towards examining issues pertaining to the 
enhancement of organizational competencies during the implementation of KM initiatives. 
We move away from mere identification of general success factors of KM programs to 
developing an understanding of how to enhance organizational competencies while 
implementing a successful KM program, as well as the influence of the environment on this 
process. This is in line with a call from researchers to understand “how resources are 
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developed, managed and diffused” as well as how firms diffuse new competencies through 
the firm (Oliver, 1997), and to integrate the content and process views of strategic 
management (Nielson, 2005). It was found that the ADB and BC began the process of 
institutionalizing its KM program by enhancing its strategic competencies which was then 
followed by the enhancement of its structural and cultural competencies. In addition, the 
ADB and BC enhanced its resource competencies throughout the process. It was observed 
that the ADB adopted a top-down strategic approach beginning with enhancing its 
competencies at the corporate level followed by the KM and operational levels. To enhance 
its structural and cultural competencies, the ADB underwent an organization-wide 
restructuring, and adopted KM tools to build trust and collaboration, respectively. The BC 
adopted a bottom-up strategic approach beginning with enhancing its competencies at the 
KM level and then at the corporate level. The BC also underwent an organization-wide 
restructuring to enhance its structural competencies. The organization made clarifications to 
its corporate values and implemented new ways of working to enhance their cultural 
competencies. Both the organizations paid attention to the enhancement of its resource 
competencies by allocating human, financial and technological resources towards the 
implementation of its KM program.  It is this enhancement of the organization‟s 
competencies that ensured that the ADB‟s and BC‟s KM program achieved its objectives and 
is fully-institutionalized.  It is hoped that this thesis will, as suggested by Oliver (1997), foster 
future research in KM towards adopting “process” views of organizational KM programs, 
looking at both the development of critical factors, as well as what changes KM can bring to 
the organization. 
 
Finally, this thesis makes a contribution to KM research by characterizing the environmental 
forces, and introducing and defining Environmental Interpretation Mechanisms” (EIMs) 
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within the context of KM. The environment in KM literature has been largely viewed from a 
traditional perspective as comprising of the rational and technical environments and has 
placed less importance on the influence of the social context (that comprises cultural, 
structural and political environments) on KM initiatives (Bada et al., 2004). It has been 
shown that research in information systems should embrace the “wider context within which 
any form of social change is embedded, because IT (information technology) innovations are 
„inseparably bounded up on the network of institutions both as recipients of institutional 
forces and as shapers of institutional reality‟” (King et al., 1994). A taxonomy of the various 
stress and inertial environmental forces at play in the regulative, normative and cultural-
cognitive pillars of the organization was developed by characterizing them based on their role 
in the process of enhancing organizational competencies when implementing KM programs. 
The findings here also contribute to institutional theory in a number of ways. It pushes 
institutional theory research away from the emphasis on merely identifying the sources of the 
environmental forces, and on the external stress forces of previous studies (e.g. Scott, 2001). 
In addition, this research contributes towards understanding the internal dynamics of 
organizational change (Greenwood & Hinnings, 1996). Also, as suggested by Greenwood & 
Hinnings (1996), the research done here has studied both the stress and inertial forces 
simultaneously. It was found that the ADB‟s and BC‟s environment (in the context of KM) 
was dynamic in nature with organizational action creating additional internal environmental 
forces. Moreover, it was found that inertial forces have the potential to foster organizational 
change provided the organization is able to identify and manage the inertial forces.  
 
When studying how the implementation of KM programs enhances organizational 
competencies, the research here has shown that it is important to adopt a holistic view of both 
the environment and action levels together since the two (environment and action) are not 
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independent of each other. Researchers, and the findings here, have shown that the 
environment plays a crucial role in determining organizational action, and in turn the 
organization‟s action too has a role to play in influencing the environmental pressures. 
Hence, to link these two levels, we introduce and define EIMs which translate the 
environmental forces into action taken by an organization, and describe how the organization 
comprehends the environmental forces. A taxonomy of these mechanisms was developed, 
and in doing so contribute towards filling the gap in understanding the role of the 
environment in determining organizational action, within the context of KM. KM researchers 
have, in the past, conducted research at these two levels of analysis rather independently, 
while assuming that the environment has an influence on organizational action. Here, by 
developing the EIMs, we linked the two levels of organizational analysis – the environmental 
level and the action-level. This research supports the view that traditional institutional theory 
has been placing too much emphasis on organizational passivity, focussing on how 
organizations are influenced by external pressures to adopt similar institutional structures 
(Perrow, 1985). Contributing to research on organizational “pro-activity”, we have made 
efforts to understand how organizations react to different environmental forces and at 
different periods of time in the process of institutionalizing a new initiative like KM.  
 
11.2. Managerial Contributions 
This thesis makes three managerial contributions. Firstly, this thesis compares the 
implementation and the enhancement of KM programs between geographically centralized 
and geographically dispersed organizations. In today‟s globalized world, increasing numbers 
of organizations are operating as dispersed organizations. However, KM research is limited in 
studying how the implementation of KM varies in such organizations. Hence, through this 
study, managers are able to identify how they should implement their KM programs 
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depending on whether they are geographically dispersed or centralized. For geographically 
centralized organizations, managers can choose to begin with making changes to their 
corporate strategy and then move to implementing a KM strategy, adopt a matrix structure 
where majority of employees are located, and use KM tools to foster cultural change. On the 
other hand, managers implementing KM in geographically dispersed organizations should 
begin with implementing their KM strategy and then make changes to the corporate strategy, 
adopt a combination of matrix and hierarchical structures to manage the dispersion of 
employees, and make changes across the organization to facilitate culture change. Both the 
types of organizations should dedicate human, financial and technological resources towards 
the implementation of the KM program.  
 
Secondly, the findings from this research on the ADB and BC enable managers to understand 
the process of enhancing or building competencies that are needed for KM to be 
institutionalized. In the past, KM research has identified the critical success factors or 
competencies needed. While this is useful to managers, what is more beneficial is in 
understanding how they can actually gain or develop these competencies by taking the 
appropriate steps. From the cases studied here, it can be seen that organizations should begin 
by taking action to enhance their strategic competencies, followed by structural competencies 
and once KM has reached a level of ubiquity or semi-institutionalization within the 
organization, then the organization can focus on enhancing their cultural competencies. 
Managers need to enhance their resource competencies throughout the process of 
institutionalizing KM. 
 
Finally, the research done here bridges the gap between the environment and organizational 
action. The influence of the environment on organizations has been discussed time and again 
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by practitioners, and there is no dispute to the fact that organizations today are influenced by 
the internal and external environments in which they operate in. This research goes one step 
further by providing managers taxonomies of how to classify their stress and inertial stimuli 
from the environment. These taxonomies enable managers to become aware of the possible 
influences from the environment and the possible action that can be taken in response to these 
forces based on the taxonomy developed here. For example, if a manager has identified that 
they are implementing their KM strategy because their successful competitors do, then that 
force is an exemplifying force from the environment which requires the manager to emulate 
the success of the competitor. Understanding this will make managers conscious of the forces 
and their interpretation of the forces so as to take the necessary action. In addition, this 
research goes even further by asserting that the environment affects organizational action 
only once organizations, and particularly management, has made sense of the environment. 
Hence, this research defines and introduces a taxonomy of Environmental Interpretation 
Mechanisms (EIMs) which managers can use to make sense of the environment around them, 












12. CONCLUSION & LIMITATIONS 
The purpose of this thesis is to answer the overarching research question: how do 
geographically dispersed organizations and geographically centralized organizations vary in 
their implementation of KM? through answering two sub-questions (1) how do organizations 
enhance their strategic, structural, cultural and resource competencies while implementing a 
KM program?, and (2) how does the environment influence the action taken to enhance the 
competencies while implementing a KM program? 
 
Through the analysis of the data collected from the Asian Development Bank (ADB) and 
British Council (BC), we compared the analysis done for each of these organizations to 
understand how the enhancement of competencies varies between geographically centralized 
and dispersed organizations. We have found that the process of enhancing their 
organizational competencies was indeed influenced by the environment and hence, we 
studied how the environment influenced the process of enhancing organizational 
competencies when implementing KM programs. We found that in each stage, the 
organizations faced environmental forces from numerous and different sources arising from 
the regulative, normative and cultural-cognitive pillars of the organization. In addition, some 
of these forces were stress forces, while others provided inertial forces that the organizations 
had to overcome to move ahead with their KM program. We introduced the term 
“Environmental Interpretation Mechanisms” or EIMs and developed a taxonomy of these 
mechanisms that organizations use to understand or make sense of the environment before 
taking the required action. The ADB and BC used these interpretation mechanisms to 
enhance their strategic, structural, cultural and resource competencies at different stages of 
the process of institutionalizing KM into the organization. We studied the various steps taken 
by the ADB and BC in response to its interpretation of the environment.  
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The findings of this study should be viewed within the context of its limitations. Firstly, the 
interviews were retrospective in nature, making it susceptible to errors of recall (Glick et al., 
1990). To minimize the errors of recall, we have followed the following techniques: (1) 
Interviews focused on the major events that could be reliably recalled, (2) The historical 
reconstruction of the incidents by the field researcher was verified by the organization, and 
(3) The responses from the interviewees were triangulated with data collected from other 
interviewees and secondary sources to ensure its accuracy. By using the narratives from one 
subject to confirm or contradict others through the process of triangulation, inter-subject 
reliability was enhanced (Miles & Huberman, 1994). Secondly, we recognize that the 
findings from just two case studies are not generalizable across other organizational settings. 
A particular criticism that is commonly directed at studies using the case research 
methodology is the problem of generalizability (Walsham, 2006). While it must be readily 
acknowledged that statistical generalization is impossible from two case studies, 
generalizations can take the form of concepts, theories, specific implications or rich insights 
(Walsham, 1995, 2006), and it is possible to generalize non-statistically from case description 
to theory, as in the case of this article, within a single case study (Lee and Baskerville, 2003; 
Walsham, 2006). Hence, instead of statistical generalization, we have offered and attained 
analytical generalization in which the framework of enhancing (knowledge-related) 
competencies acts as “a template with which to compare empirical results of a case study” 
(Yin, 1994). Finally, one of the difficulties in applying Tolbert & Zucker‟s (1996) process of 
institutionalization is in knowing exactly when one stage ends and the other begins. In this 
thesis, we divided the stages based on the dominant actions taking place in each stage and its 
correspondence with Tolbert & Zucker‟s (1996) process of institutionalization. However, 
clearer guidelines on this would be beneficial.  
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Despite these limitations, we are convinced that this study is useful to both managers in the 
pubic and private sectors that are directly involved in implementing their organization‟s KM 
program. The framework developed in this paper places managers in a better position to 
understand the process of competency enhancement and manage the environment‟s influence 
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Appendix 1: Interview Questions for the ADB 
General Questions: For all interviewees 
1. What is your name, job title, scope/ responsibilities in ADB? 
2. How long have you been with ADB and what are the main responsibilities that you 
have undertaken in that time? 
 
General KM Questions: For all interviewees 
Objectives: 
 To understand the influences that made ADB adopt its KM framework 
 To understand how ADB has gained support and achieved wide-spread use of their KM 
framework 
 To understand the impact on the organization, in terms of changes to business processes 
and structures 
 
1. How is your work associated with ADB‟s KM framework? Describe the activities that 
you perform with reference to KM? 
2. How do you communicate information among your department members, other 
departments in ADB and to external parties (e.g. DMCs)? Has this changed from prior to the 
KM framework implementation? 
3. How would you describe your department? Is it different from other department 
units? Do you think that these differences affect your use of KM? 
4. How important is the KM project for the ADB, your department, and you?  
5. In what ways has the KM framework been useful to your department and your work? 
 189 
6. At a personal level, has the KM framework changed the way you work? If so, how? 
Have you observed any differences in the way you approach work in your department after 
the implementation of the KM framework? 
7. Which applications/ activities under the umbrella of KM do you like best/ benefits 
your work the most? Why? 
8. How do you feel towards contributing towards the KM project? Do you feel that you 
need to contribute at all? Or do you feel that it is sufficient that you produce result in your 
work? 
9. Do you think that people are enthusiastic about the KM framework? Why? 
10. What has the KM team done to gain your/ your colleagues support? Do you think that 
the KM team has done enough? What else can they do? 
11. What is your overall feeling about the KM framework?  
12. Was there resistance towards the KM framework? From who and why? 
13. Do you think that your contribution to the KM framework plays a big role in making 
ADB better able to serve its DMCs? 
14. How much do you care about your contribution to the KM framework? 
15. Do you believe that ADB‟s culture is conducive to the KM framework 
implementation? 
 
Institutionalization Questions: For all interviewees 
Objectives:  
 To understand the influences that made ADB adopt its KM framework 




1. What do you think influenced ADB‟s decision to move towards the creation of a KM 
framework and implementing it? Were they favorable or hindering factors? Were the 
reasons more internal or external?  
2. How has ADB promoted the KM framework, both internally and externally (to its 
DMCs)?  
3. Do you think that the ADB has gained organization-wide support? Why? 
4. How has ADB gained support from its employees at the various hierarchical levels? Do 
you think they have achieved organization-wide support? 
5. How do you think ADB employees have responded to the implementation of the KM 
framework? 
 
Linking Questions: For all interviewees 
Objectives: 
 To understand the links between ADB‟s KM and its organizational strategy 




1. Are you aware of the objectives of the KM framework? How do you think these tie in 
with the overall strategy of ADB (LTSF, MTS)? 
2. How would you view the objectives/ activities of the KM framework in relation to 
ADB‟s overall strategy (LTSF, MTS)? 
3. How would you view the KM framework in relation to the Information Systems & 
Technology Strategy (ISTS-II)? Do they complement eachother? 
 191 
4. Do you think that at the strategic level, the KM framework is making ADB better placed 
to achieve its vision of Asia and the Pacific free of poverty? 
5. Do you think that the KM framework has made ADB better placed to achieve its LTSF/ 
MTS? 
6. Do you think that the KM framework is needed in ADB? 
7. ADB is coming to the end of the first MTS? Do you think that it has achieved its goals, 
especially with relation to KM?  
8. What should the top management of ADB keep in mid when developing the next MTS, 
especially with relation to KM? 
9. Do you feel that related strategies (such as ISTS-II & HR strategy) are complementing 
the KM framework? 
 
Structure (formal & informal): 
1. What is the structure of your department? Who do you report to? Who reports to you? 
2. How did ADB‟s KM framework change your organization, besides work processes? Was 
anyone made redundant? Did your organization structure change?  
3. How would you describe the structure at ADB? Is it flexible? Hierarchical?  
4. How has the decision-making changed since the KM framework? 
5. How are new policies and ideas communicated in ADB? Has this changed since the 
implementation of the KM framework? 
6. How did the business processes, activities, organizational routines change after project 
implementation 
7. Do you think that the change in structure has enabled the ADB to be in a better position 
to achieve its strategic objectives? 
8. Do you feel that the structural changes have been beneficial to you or your department?  
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9. What further structural changes do you think are necessary for ADB to fully-implement 
its KM framework? 
10. How would you describe your relationships with your colleagues within your department 
and in ADB in general? 
11. How has the ADB tried to change the culture of its employees to adapt to the changes 
caused by the KM framework in work processes? Have they been successful? What more 
do you think needs to be done? 
 
Business Processes: 
1. How have business processes changed in your department/ ADB since the 
implementation of the KM framework?  
2. How has your work changed since the implementation of the KM framework? 
3. Is KM an integral part of the business processes now? 
4. Do you think that the business processes are well-designed to make it easy to adopt KM 
into your work?  
 
KM Questions: For Development & Implementation Team Members, Maintenance 
Team Members, Project Managers, Other KM related employees (from strategy team 
or HR) 
Objectives: 
 To understand the influences that made ADB adopt its KM framework 
 To understand the impact on the organization, in terms of changes to business processes 
and structures 
 To understand how ADB has gained support and achieved wide-spread use of their KM 
framework 
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1. When was the term KM first introduced (or used) in ADB? 
2. Who are the main people behind the KM project? 
3. What were the main reasons behind the initiation of the KM project? 
4. Was KM referred to by a different name before its formal initiation? For e.g., project best 
practices, lessons learnt? 
5. How do you think knowledge was managed before the KM framework was introduced at 
ADB? 
6. What was the situation like in ADB before the KM framework was implemented? What 
do you think has changed since the implementation of the KM framework? 
7. Do you think that formally labeling it “KM” has made a difference? If so, in what ways? 
8. In what ways has the KM framework been useful to ADB? 
9. How has ADB gained support and organization-wide use of KM systems? What steps are 
involved in achieving this?  
10. Are there any problems to achieving wide-spread support? What are they? 
11. How do you „market‟ KM within ADB?  
12. How do you „market‟ KM outside ADB? 
13. How has ADB trained its employees in understanding the KM framework (its objectives, 
etc.) & using the systems (taxonomy, etc.)?  
14. Do you think ADB needs to do more towards training? What more do you think can be 
done? 
15. Are your colleagues at various levels in the organizational hierarchy excited by the KM 
project? Why? 
16. How have your colleagues across the various levels in the organization responded to the 
KM framework? Why do you think they have responded that way? 
17. How would you describe your KM team? 
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18. What do the DMCs think about the KM framework? 
19. ADB is coming to the end of the first MTS? Do you think that it has achieved its goals, 
especially with relation to KM?  
20. What should the top management of ADB keep in mind when developing the next MTS, 













Appendix 2: Snapshot of Excel Spreadsheet  
Name Job Position Quote Theme Sub-Theme
xxxxxx xxxxxx I think that many organziations are doing this and particularly the World Bank, which is one of 
our partner agencies we're often working with in many of these countries, is doing that. 
Countries expect that kind of service from an organziation. They get it from the World Bank 
and so they expect that ADB should offer the same service. So its partly demand from the 
countries, partly demand from our board members who know that the World Bank offers this so 
they think ADB should offer it.
Institutional Forces Mimetic
xxxxxx xxxxxx I suspect that some people [top mangement or whoever is advising them] recognise that 
knowledge is an important part of the prodcut line that our clients are going to be asking for. 
Even if they are not asking for it now, they will be. 
Institutional Forces Coercive
xxxxxx xxxxxx Other MDBs (Multilateral development bank) were doing it so it‟s a bit of a timing, I think. 
KM has come of age 
Institutional Forces Mimetic
xxxxxx xxxxxx The realisation that knowledge has become more important by top mangement. There was a 
reorganziation in late 1990s-2000. One of the stimulus there was the criticism received from 
NGOs. They could not have access to ADB data and they were demanding more transparency. 
There was a prsident [of ADB] ... He was going to the annual ADB conference here [Manila] 
and the NGOs were demonstrating outside and they actually cursed ADB and him and he was 
really annoyed by that. He was really affected. I think he initiated measures that would actually 
start ADb builing relationships with NGOs. At that time, environmental issues were really 
beocming popular because a lot of ADB projects like hydropower plants would displace like 
indigineous people or affect the ecology and that was the reason NGOs were rallying. ADB was 
getting a lot of bad press with those projects and they started trying to open the institution to 
public scrutiny. Several more measures followed like gender sensitivity, you can actually lodge 
a compalint agaisnt a project and ADB would launch a commitee to listen. Becoming more 
open to NGOs and listening to them and eventually the PCP was formulated so that they can have access to information. 
Institutional Forces Coercive
xxxxxx xxxxxx I think its also because there is the trend or the shift from information to knowledge age plus 
the model of World Bank - they shifted from being just a loan agency to a knowledge agency. 
ADB always looks up to the World Bank and when World Bank does something ADB 
considers "Why did they do that?". 
Institutional Forces Mimetic
 
 
 
 
